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COURSE

OVERVIEW

About This Course

This course is one in the Federal Emergency Management Agency
(FEMA’s) Professional Development Series. It is designed for
emergency management professionals with current or potential
responsibility for managing volunteers or volunteer programs.

This course offers training in identifying volunteer resources and
recruiting, assigning, training, supervising, evaluating, and motivating
volunteers. The course also focuses on coordinating with voluntary
agencies (VOLAGS), Voluntary Organizations Active in Disaster (VOAD),
community-based organizations (CBOSs), such as church groups or food
banks, professional groups, such as physicians and mental health
counselors, and business and industry. It also addresses special issues,
such as spontaneous volunteers, stress management for volunteers, and
legal issues, such as workers’ compensation, insurance, safety and risk
management, and liability.

Note: This course does not address volunteer firefighters (though
technically they are emergency management volunteers) because of the
vast scope of that topic. For more information about courses offered
through the National Fire Academy visit the website at
www.usfa.fema.gov/nfa.

FEMA'’s Independent Study Program

FEMA's Independent Study Program is one of the delivery channels that
the Emergency Management Institute (EMI) uses to provide training to
the general public and specific audiences. This course is part of FEMA's
Independent Study Program. In addition to this course, the Independent
Study Program includes other courses in the Professional Development
Series (PDS) as well as courses in floodplain management, radiological
emergency management, the role of the Emergency Manager, hazardous
materials, disaster assistance, the role of the Emergency Operations
Center, and an orientation to community disaster exercises.

FEMA's independent study courses are available at no charge and
include a final examination. You may apply individually or through group
enrollment. When enrolling for a course, you must include your name,
mailing address, social security number, and the title of the course in
which you wish to enroll.
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FEMA's Independent Study Program (Continued)

If you need assistance with enrollment, or if you have questions about
how to enroll, contact the Independent Study Program Administrative
Office at:

FEMA Independent Study Program
Administrative Office

Emergency Management Institute
16825 South Seton Avenue
Emmitsburg, MD 21727

(301) 447-1200

Information about FEMA'’s Independent Study Program also is available
on the Internet at:

http://www.fema.gov/emi/ishome.htm

Each request will be reviewed and directed to the appropriate course
manager or program office for assistance.

Course Completion

The course completion deadline for all FEMA Independent Study courses
is 1 year from the date of enrollment. The date of enrollment is the date
that the EMI Independent Study Office will use for completion of all
required course work, including the final examination. If you do not
complete this course, including the final examination, within that
timeframe, your enrollment will be terminated.

Course Prerequisites

Developing and Managing Volunteers has no prerequisites.
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COURSE OVERVIEW

Final Examination

This course includes a written final examination, which you must
complete and return to FEMA's Independent Study Office for scoring. To
obtain credit for taking this course, you must successfully complete this
examination and score a 75 percent or above. You may take the final
examination as many times as necessary.

When you have completed all units, you may complete the final
examination online or use the answer sheet (if one is provided in your
course packet). If you choose to use the answer sheet, you must return it
to the FEMA Independent Study Office at the address listed on the
previous page. EMI will score your test and notify you of the results.
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COURSE
INTRODUCTION

Introduction

The use of volunteers has proven critical to emergency management.
Both individual volunteers and established volunteer groups offer a
wealth of skills and resources that can be used prior to, during, and after
an emergency. Mobilizing the private sector can add significantly to
emergency management programs.

As an emergency management professional, your ability to work with
volunteers before, during, and after an emergency can literally affect the
lives and well-being of the local citizenry. Volunteers can impact—for
better or worse—the ability of response agencies to do their jobs and can
make a difference in how quickly the community is able to respond to and
recover from a disaster.

How to Take This Course

This independent study self-instruction course is designed so that you
can complete it on your own at your own pace. Take a break after each
unit, and give yourself time to think about the material, particularly how it
applies to your work as an emergency management professional and the
volunteer situations you have encountered or anticipate encountering on
the job.

Developing and Managing Volunteers contains six units. Each of the
units is described below.

= Unit 1, Course Introduction, provides an overview of the course
goals and objectives, and instructions on how to take the course.

=  Unit 2, Volunteers in Emergency Management, introduces the
different types of volunteers and volunteer programs. The unit also
addresses the benefits and challenges of involving volunteers, and
compares creating a volunteer program to coordinating with
Voluntary agencies (VOLAGS).

= Unit 3, Working with Individual Volunteers, covers the key tasks
involved in working with individual volunteers and the volunteer
coordinator’s role in developing and maintaining an effective
volunteer program.
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UNIT 1: COURSE INTRODUCTION

How to Take This Course (Continued)

= Unit 4, Working with VOLAGs, CBOs, and Other Groups,
examines the role of a voluntary agency/community-based
organization coordinator in identifying needs and coordinating with
various groups to identify community needs and ensure that those
needs are met during an emergency. This unit also covers the role
that Voluntary Organizations Active in Disaster (VOAD) plays as an
umbrella organization for coordinating with the various agencies.

= Unit 5, Special Issues, points out some of the universal special
issues in volunteer management, including spontaneous volunteers,
volunteer stress management, and legal issues such as safety,
liability, insurance, and Workers’ Compensation.

= Unit 6, Course Summary, summarizes key concepts from the entire
course.

Activities

This course will involve you actively as a learner by including activities
that highlight basic concepts. It will also provide you with guidance on
actions required in specific situations through the use of case studies.
These activities emphasize different learning points, so be sure to
complete all of them. Compare your answers to the answers provided
following each activity. If your answers are correct, continue on with the
material. If any of your answers are wrong, go back and review the
material before continuing.

Knowledge Checks

To help you know when to proceed to the next unit, Units 2 through 5 are
followed by a Knowledge Check that asks you to answer questions that
pertain to the unit content, after which, the answers are given. When you
finish each Knowledge Check, check your answers, and review the parts
of the text that you do not understand. Do not proceed to the next unit
until you are sure that you have mastered the current unit.

Job Aids
Throughout the course, you will find job aids designed to supplement the

text. You can use the job aids during the course, and you will find them
useful later, after you have completed the course.
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UNIT 1: COURSE INTRODUCTION

How to Take This Course (Continued)

Appendices
In addition to the six units, this course includes appendices that contain
copies of all of the job aids presented in this course, as well as an
acronym list.

Final Examination

This course includes a written final examination, which you must
complete and return to FEMA's Independent Study Office for scoring. To
obtain credit for taking this course, you must successfully complete this
examination with a score of 75 percent or above. You may take the final
examination as many times as necessary.

When you have completed all units, take the final examination online or
use the answer sheet (if one is provided in your course packet). EMI will
score your test and notify you of the results.

Sample Learning Schedule

Complete this course at your own pace. You should be able to finish the
entire course—including pretest, units, knowledge checks, and final
examination—in approximately 10 hours. The following learning
schedule is only an example, intended to show relative times devoted to

each unit.

Unit Suggested Time
Unit 1: Course Introduction 1%, hours
Unit 2: Volunteers in Emergency Management 1%, hours
Unit 3: Working with Individual Volunteers 3 hours
Unit 4: Working with VOLAGSs, CBOs, and Other Groups 2 hours
Unit 5: Special Issues 1%/, hours
Unit 6: Course Summary % hours
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UNIT 1: COURSE INTRODUCTION

@S‘T/Case Study

Case Study: The Importance of Volunteers to Emergency
Management

How critical is the ability to use volunteers in an emergency situation? The
case study on the next page shows how important volunteers can be.

Instructions: Read the following case study. As you read, think about how
the organization of the volunteer management function in this community
compares with that in your own community. Answer the questions that follow
the case study. Then turn the page to check your answers against the answers
provided.

The United Way chapter in Peculiar, MO has been approached by the interagency network of
community service agencies called Peculiar Community Cares (PeCom). PeCom believes
strongly that it should address disaster preparedness and response in Peculiar. The members
of PeCom feel that the United Way is the ideal agency to lead this effort. The United Way
chapter has a strategic goal of taking a leadership role in the community. Coordinating and
developing community resources to support disaster services is, therefore, a high priority. The
staff and resources in this United Way community are nearly stretched to the limit. PeCom has
promised a small amount of administrative funding for the United Way if it takes on this role.
Volunteerism is a strong tradition in this community, and a number of nearby colleges have
offered internships in community service.

Questions:

1. What can or should the United Way do to address this community need in regard to
volunteerism?

2. What would be the steps in the process of accomplishing the mission given to the United
Way with regard to volunteerism?
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UNIT 1: COURSE INTRODUCTION

Case Study: The Importance of Volunteers to Emergency
Management (Continued)

Answers to Case Study
1. What can the United Way do to address this community need in regard to volunteerism?

The United Way can serve the important function as Volunteer Coordinator in Peculiar. As
Coordinator, the United Way can help with:

= Recruiting and maintaining a roster of volunteers.

= Assessing skills.

= Linking volunteers with other local service providers.
= Coordinating volunteer services in an emergency.

2. What would be the steps in the process of accomplishing the mission given to the United
Way with regard to volunteerism?

Some steps that the United Way could take as Volunteer Coordinator include:

1. Convening a meeting among service providers (i.e., VOLAGs, CBOs, business and

industry) to determine what services they can provide, agree on roles, and identify

volunteer needs.

Developing common public awareness and recruitment materials.

Serving as a central point for volunteer inquiries, initial interest surveys, and skills

screening.

4. Linking volunteers to agencies or organizations that match the volunteers skills interest
with the organization’s needs.

5. Coordinating services during and after emergencies.

wn
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UNIT 1: COURSE INTRODUCTION

Course Goals

In Developing and Managing Volunteers, you will learn how to work with
volunteers and VOLAGSs before, during, and after an emergency. This
course will provide you with a foundation of knowledge that will enable
you to:

= Describe the differences between a Volunteer Program Manager and
a VOLAG Coordinator.

= Determine whether you need to coordinate volunteers or work with
VOLAGs—or both.

= |dentify the skills and knowledge required of volunteers in emergency
management programs.

= Develop an action plan for recruiting, interviewing, training,
supervising, and evaluating volunteers.

=  Develop a plan for working with VOLAGS, professional groups, and
business and industry.

= |dentify special issues in volunteer management and at least one
point of contact who can provide expertise in each issue area.

Goal Setting

What do you hope to gain through completing Developing and Managing
Volunteers? Depending on your role in emergency management, your
prior experience in working with volunteers, and your current level of
expertise in these areas, your goals may be slightly different from those
of other emergency management professionals.

Clarifying your goals will help you gain the most from the time you spend
completing this course. Take a few minutes to complete the following
activity.
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UNIT 1: COURSE INTRODUCTION

Activity: Developing Personal Learning Goals

)y o
Purpose:

The purpose of this activity is to help you develop personal goals for this
course.

Instructions:
1. Consider the following information:

= The course goals.

= Your own experience with volunteers. Reflect on emergencies in
which you have patrticipated, the volunteers who worked in those
emergencies, and the outcomes. What have you learned—either
positive or negative—from those experiences?

2. Think about what you would like to accomplish through this course.
Then list three (or more) personal goals for improving your ability to
develop and manage volunteers.

Course Goals
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VOLUNTEERS IN

EMERGENCY
MANAGEMENT

Introduction

The United States has a long history of volunteerism—a history that has
gotten stronger since the terrorist attacks of September 11. People of all
ages and with all types of skills volunteer—and, with the President’s
emphasis on volunteerism, the current trend can be expected to continue.

So what does this mean for your volunteer program? In a nutshell, it
means that your volunteer program can become as important to your
community as you make it. Americans want to volunteer. Your job will be
to develop a program that matches volunteer skills to agency needs so
that both the volunteer and your agency accomplish their goals.

In this unit, you will learn about the different types of volunteers and
volunteer programs. After completing this unit, you should be able to:

= Define volunteer and voluntary agency (VOLAG) and draw
distinctions between the two.

= List three benefits of involving volunteers in your emergency
management program.

= |dentify the three greatest challenges you face in developing a
volunteer program.

=  Determine whether your community’s needs are best met by

developing a volunteer program or whether you should coordinate
with VOLAGs—or both.

Volunteers or Voluntary Agencies?

Ny We will begin by defining terms. Although you probably have a general
N ocnion_| understanding of a volunteer as an unpaid worker, for the purposes of
this course we will use The American Red Cross’s definition:

A volunteer is an individual who, beyond the confines of paid
employment and normal responsibilities, contributes time and service to
assist in the accomplishment of a mission.
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UNIT 2: VOLUNTEERS IN EMERGENCY MANAGEMENT

Volunteers or Voluntary Agencies? (Continued)

Think for a moment about why people volunteer. Then, write several
reasons for volunteering in the space below.

People volunteer for a number of reasons, including wanting to:

=  Give back.

= Share their abilities.

=  Develop new skills.

=  See a mission accomplished.

=  Network with people.

The reasons people volunteer are as broad as the type of people who
volunteer. Perhaps a good place to start, then, is by looking at the types

of volunteers.

Types of Volunteers

Volunteers can be classified into four categories:

1. Professional. These are volunteers who are licensed or have a
specialized skill. Professional volunteers include medical service
providers such as physicians, nurses, emergency medical
technicians; mental health professionals; lawyers; building
contractors and inspectors; computer technicians; clergy;
accountants, etc. These people may volunteer individually or as a

group.
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UNIT 2: VOLUNTEERS IN EMERGENCY MANAGEMENT

Volunteers or Voluntary Agencies? (Continued)

2. Unskilled. These volunteers do not already have the skills that could
be useful to emergency management programs, but they do offer
their time and can be trained.

3. Spontaneous. These are people who volunteer in the immediate
aftermath of a disaster or an emergency. They may be skilled or
unskilled and may be from the affected area or from outside the area.
Channeling spontaneous volunteers—especially if they present in
large numbers as they did in New York City following
September 11—presents special management challenges.

4. Affiliated. These volunteers are attached to a recognized voluntary
agency that has trained them for disaster response and has a
mechanism in place to address their use in an emergency.

w A voluntary agency (or VOLAG) is an established organization whose
PN/ oeimton | mission is to provide emergency services to the community through the
use of trained volunteers. Examples of VOLAGs include The American
Red Cross and many church-related agencies such as The Salvation
Army, Mennonite Disaster Services, or the Southern Baptist Disaster
Relief. Most, if not all, of these organizations have registered nonprofit
(501(c)3) status, and many belong to the National Voluntary
Organizations Active in Disaster (NVOAD). Refer to Job Aid 4.1 on page
4.5.

In addition to VOLAGS, there are many CBOs (e.g., Meals on Wheels,
Veterans of Foreign Wars (VFW), the Elks, and church groups) whose
mission is not specifically disaster-related but that, nevertheless, can be
an important source of volunteer services in an emergency. Furthermore,
many businesses and corporations have volunteer programs that offer
goods and services that communities can tap in emergency situations.
Other sources of volunteers include:

= Youth groups (e.g., from local churches, schools, or community
recreation associations).

= Retired persons (e.g., the American Association of Retired Persons
(AARP)).

With all of the potential sources of volunteers and volunteer services that
are available, how do you decide what'’s best for your agency? The
remainder of this unit will help you to decide.
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UNIT 2: VOLUNTEERS IN EMERGENCY MANAGEMENT

Creating a Volunteer Program vs. Coordinating with Voluntary
Agencies (VOLAGS)

One of the first decisions volunteer managers must make is whether to
develop their own agency volunteer programs or to coordinate with
volunteer groups that are already established in the community.

To make this decision, it is important to consider both the positive and
negative points of volunteer participation. Knowledge of the positive
factors will help you enlist internal support and make your case to
decision makers for a volunteer program. Awareness of the negatives
can help you mitigate some of them with planning and view the situation
realistically. Furthermore, if the positives do not outweigh the negatives
in your particular situation, the decision not to develop or continue an
agency volunteer program will be obvious. So let us examine both the
challenges and benefits of working with volunteers.

Involving Volunteers—Benefits and Challenges

Think about some of the benefits you've realized in working with
volunteers.

Volunteers offer much more to emergency management than free labor.
In fact, the benefits of involving volunteers are many. Volunteers:

=  Provide services more cost effectively.

= Provide access to a broader range of expertise and experience.

= |ncrease paid staff member’s effectiveness by enabling them to focus
their efforts where they are most needed or by providing additional
services.

=  Provide resources for accomplishing maintenance tasks or upgrading
what would otherwise be put on the back burner while immediate

needs demand attention.

= Enable the agency to launch programs in areas in which paid staff
lacks expertise.

= Act as liaisons with the community to gain support for programs.
= Provide a direct line to private resources in the community.
= Facilitate networking.

= |ncrease public awareness and program visibility.
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UNIT 2: VOLUNTEERS IN EMERGENCY MANAGEMENT

Involving Volunteers—Benefits and Challenges (Continued)
Along with the many benefits of involving volunteers, there are also
challenges—some real and some perceived—around working with
volunteers.
= Training and supervision of volunteers take a lot of time.
= Volunteers do not stay, so the time spent training them is wasted.
= Technically competent people do not volunteer.
= Volunteers threaten paid staff by competing with them.
= Volunteers lower professional standards.
= Volunteers become territorial and/or attempt to take over.
= |nsurance rates will increase.

= Volunteers are not available during business hours.

= Using volunteers interferes with the ability to negotiate for additional
funding or new paid staff positions.

Note that training and supervision is an actual challenge inherent with
both volunteers and paid staff.

Many of these challenges often boil down to misperceptions or are a
result of poor planning and management.

Common complaints of both volunteers and paid staff are shown on the
next page. As you read them, think about how many of them represent
genuine challenges and how many are the result of poor management.
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UNIT 2: VOLUNTEERS IN EMERGENCY MANAGEMENT

Involving Volunteers—Benefits and Challenges (Continued)

Volunteer Complaints

Staff Complaints

I’'m always told what to do but never asked to
participate in planning the work.

Salaried staff gets or takes the credit for my
good ideas.

No one says, “Thank you.”

| always seem to get the “grunt work.”

| never get feedback on my work.

Salaried staff is always given the benefit of the
doubt in any dispute.

Can't | have a title other than “Volunteer?”

| always have to search for a place to do my
work. There is nowhere to store my work from
week to week.

Volunteers will take salaried jobs.
Volunteers will do a poor job and I'll get the
blame and have responsibility for cleaning it
up.

Volunteers will do a great job and I'll look less
effective.

Volunteers are amateurs.

Volunteers gossip; they don’t understand
confidentiality.

Volunteers are not dependable.

Volunteers will lower professional standards.
Volunteers get all the recognition.

As you review both volunteer and staff complaints, you should note that
all can be mitigated by effective planning and management. For
example, one common theme is an “us vs. them” mentality between staff
and volunteers. Knowing that this potential exists enables you to address

this issue actively by:

= Treating volunteers with respect. Remember that people volunteer

for a number of reasons, but none of them involve being treated
poorly. Recognize all that volunteers can offer, and treat them with

the respect they deserve.

=  Conducting teambuilding activities with volunteers and staff. All

organizations work better when their personnel work together.
Conducting simple activities and discussions to air differences and
emphasize the importance of working toward a common goal will
benefit both the staff and volunteers—and improve the overall
emergency management function.

= Reducing the perceived threat to staff members by educating them
about the benefits that volunteers provide to them as well as to the
agency. If managed well, volunteers will make the paid staff's jobs
easier by allowing them to focus on the parts of their jobs that only
they can do.
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UNIT 2: VOLUNTEERS IN EMERGENCY MANAGEMENT

Involving Volunteers—Benefits and Challenges (Continued)
Some of the benefits to staff of working with volunteers are listed below:
=  Supervising volunteers can demonstrate managerial ability.

= Supervising volunteers can provide on-the-job experience for
employees seeking promotion to managerial positions.

= Volunteers can reduce the overall workload for everyone.
= Volunteers can do tasks that staff does not have time to do.

The checklist on the next page will help you determine your
organization’s volunteer-staff climate.

Developing and Managing Volunteers Page 2.7



UNIT 2: VOLUNTEERS IN EMERGENCY MANAGEMENT

Job Aid 2.1: Checklist for Determining Volunteer-Staff Climate

Instructions: Review each of the statements listed below and mark those that you think
accurately reflect the climate in your organization. When you finish, review the list. If only a few
boxes are checked, you have some work to do to develop a healthy volunteer program.

[] My agency is stable, healthy, and free of conflict and survival tension.

[ ] Top management has issued a clear, specific, forceful policy statement, assigning high
priority to involving volunteers in the agency.

[ ] Roles of staff and volunteers are clearly defined and distinguished, both generally and in
terms of specific tasks.

[ ] Most volunteer job descriptions are based on staff work assistance needs; information
about these needs is provided by staff members themselves.

[ ] We have a wide variety of volunteer jobs and roles from which staff may select those they
are most comfortable with.

[ ] Our goals for increased participation of volunteers are realistic.

[ ] A significant, well planned part of volunteer training emphasizes sensitivity and sympathy
to staff problems.

[ ] Volunteers are rewarded and recognized only in conjunction with their staff supervisor.

[] Staff receptivity to volunteers is carefully diagnosed; volunteers work primarily with
receptive staff.

[] We have a system of concrete, specific rewards for staff and volunteers who work
productively with one another.

[] Receptivity to and experience with volunteers are two of the criteria actively used in
recruiting and selecting new staff.

[ ] We have a well planned program for orienting and training staff to work with volunteers.

This checklist is adapted from the Volunteer Staff Relations Diagnosis form in Winning with Staff: A New Look at
Staff Support for Volunteers by Ivan Scheier, 1978.
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UNIT 2: VOLUNTEERS IN EMERGENCY MANAGEMENT

Involving Volunteers—Benefits and Challenges (Continued)

Many perceived obstacles about using volunteers are actually
misperceptions and the result of poor planning and/or management. You
may face very real challenges when developing a volunteer program in
your agency, such as a sparse population spread over great distances (in
rural areas) from which to draw volunteers, however, even these
challenges can often be overcome (for example, through the use of
technology in rural areas) through adequate planning, good management,
and some creativity.

Example:

Read the scenario below and decide whether it is illustrative of an
obstacle to involving volunteers.

Scenario:

You have received reports that one of your volunteers is becoming
confrontational with victims coming in to inquire about disaster
assistance. After speaking with the volunteer, you learn that she has lost
a family member in the disaster.

How would you handle this situation?
Scenario Answer:

This scenario does not involve an obstacle but is a misperception.
Managing all personnel—whether paid or volunteer—entails the potential
for personal issues. This reality is not a challenge to involving volunteers
per se but a corollary of working with people in general.

Probably the best way to handle this volunteer is to refer her to a
counselor and reassign her to a job in which she does not have to deal
directly with victims.
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Volunteers? Or Voluntary Agencies?

In some cases, the challenges of involving volunteers may, in fact,
outweigh the benefits. It may be better to work through VOLAGs—at
least until you can work through the challenges and create a better
program that will meet the needs of both the agency and the volunteer.
Be sure you understand the responsibilities, mission, and capabilities of
the voluntary agencies you may want to access. Establishment of good
working relationships with the VOLAGs will enable you to understand
which agency may be able to assist you as well as understand their
agency needs, capabilities, and limitations.

The activity that follows asks you to think about the benefits and
challenges in your specific situation of developing or maintaining your
own volunteer program vs. coordinating with VOLAGS.
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UNIT 2: VOLUNTEERS IN EMERGENCY MANAGEMENT

u Activity: Benefits and Challenges of Using Volunteers

Use the questions below to compare the relative advantages and
disadvantages of developing and/or maintaining your own agency
volunteer program versus coordinating with VOLAGs and CBOs in your
community for volunteer services.

1. How have you used volunteers in the past?

2. How successful have volunteer efforts been?

3. How willing are individuals to volunteer in the community?

4. What VOLAGs and CBOs are present in your community that you
could coordinate with for needed volunteer services?

5. What are three benefits of having your own volunteers in your
particular agency situation?

6. In the left column below, list the three greatest challenges you can
foresee to developing (or maintaining, if you already have one) your
own agency volunteer program. Then, in the right column, write the
resource(s) you have to overcome each challenge.

Challenge Resource(s)
Example: Training VOLAG training manuals/programs
1.
2.
3.
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Unit Summary

This unit provided an overview of the benefits and challenges of involving
volunteers in emergency management. It also asked you to begin
considering whether developing and/or maintaining your own agency
volunteer program or coordinating with existing VOLAGs would be best
for your situation. To help you further explore that question, the next unit
examines what is involved in developing and maintaining a volunteer
program.

S Library For More Information

Volunteer Management Links
= National Voluntary Organizations Active in Disaster

http://www.nvoad.org/

= Association for Volunteer Management

http://www.avaintl.org/

= AVA Bibliography

http://www.avaintl.org/resources/bibliography.htm1#2

=  AVA Links

http://www.avaintl.org/resources/links.html

= Volunteer Management/Service Leader Resources

http://www.serviceleader.org/manage/

= DOVIA Volunteer Management Reference Guide

http://www.reqis.edu/spsmnm/dovia/do04001.htm

= USA Freedom Corps

http://www.usafreedomcorps.gov/
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UNIT 2: VOLUNTEERS IN EMERGENCY MANAGEMENT
Knowledge Check

Select the best answer. Turn the page to check your answers.

1. The main benefit of involving volunteers is that they provide free labor.

a. True
b. False

2. Tension between paid staff and volunteers is inevitable.

a. True
b. False

3. Most perceived challenges to the use of volunteers are actually:

a. Accurate.

b. Misperceptions.

c. Poor management.

d. Matching volunteers to the wrong job.

4. One benefit to staff of involving volunteers is that they can be assigned all of the unpopular
jobs.

a. True
b. False

5. One strategy for improving the staff-volunteer working climate is to treat both staff and
volunteers with equal respect and consideration.

a. True
b. False
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Knowledge Check (Continued)
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Unit 3: Developing a
Volunteer Program







DEVELOPING A

VOLUNTEER
PROGRAM

Introduction

In this unit, you will learn about the key tasks required to develop a
volunteer program and work with individual volunteers. After completing
this unit, you should be able to:

Describe the roles and responsibilities of a Volunteer Program
Director.

Determine how volunteers can be used most beneficially in your
program to meet your agency’s needs.

Design a volunteer program.
Write a volunteer job description.

Develop a strategy for recruiting, assigning, training, supervising,
and evaluating volunteers.

The Roles and Responsibilities of a Volunteer Program Director

If your agency chooses to develop and/or manage its own agency
volunteer program, it will no doubt need one person to be in charge of
the program (referred to here as the Volunteer Program Director).
Whether that person is you or someone that you coordinate with, the
Volunteer Program Director’s responsibilities should include:

Planning for volunteer involvement.
Overseeing the implementation of the overall volunteer strategy.

Setting volunteer program policy, perhaps in conjunction with a
committee.

Developing and managing the volunteer budget. (Don't forget the
cost of developing training manuals, Standard Operating Procedures
(SOPs), etc.)

Promoting and publicizing the volunteer program.
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UNIT 3: DEVELOPING A VOLUNTEER PROGRAM

The Roles and Responsibilities of a Volunteer Program Director
(Continued)

= Recruiting, selecting, assigning, training, and supervising the
volunteers.

= Coordinating with staff and programs with which the volunteers
interface.

Each of these tasks should be developed as part of the process of
volunteer program design.

One way to ensure that you have the most professional volunteer
program possible is to encourage your Volunteer Program Director or
Voluntary Agency Coordinator (to be discussed in Unit 4) to get certified
by the Association for Volunteer Administration (AVA). AVA is the
international professional association that awards the Certified in
Volunteer Administration (CVA) credential. For further information
contact:

The Association for Volunteer Administration
P.O. Box 32092
Richmond, VA 23294
Avaintl@mindspring.com
(804)346-2266

Volunteer Program Structure

Before you start working with individual volunteers, you must step back
and look at the big picture. In other words, consider the mission of your
agency and look at what tasks are not getting done because of staffing
shortfalls. You should then to do a needs analysis to identify possible
volunteer roles to fill tasks to be done; establish job descriptions; recruit,
place, train, supervise and evaluate the individual volunteers; and
evaluate your volunteer program.

You should plan on a minimum of 6 months when developing a volunteer
program from the beginning. Depending on how many volunteers will be
recruited, the skills they bring to the job, and the amount of training they
require, it could take much longer.
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UNIT 3: DEVELOPING A VOLUNTEER PROGRAM

Steps in Developing a Volunteer Program
There are seven steps in developing your volunteer program, including
several that concern working with individual volunteers. One goal of
performing the activities in the steps is to get you started on creating
products tailored to your own use when you return to your workplace and
work with volunteers.
The steps are:
1. Agency and Program Needs Analysis
2. Writing Volunteer Job Descriptions
3. Recruiting Volunteers
4. Placing Volunteers
5. Training Volunteers

6. Supervising and Evaluating Volunteers

7. Program Evaluation
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Step 1: Needs Analysis

Before beginning the process of developing a volunteer program, you
must determine the needs of your agency or organization. In other
words, what functions do you need volunteers to perform within your
agency?

Defining agency needs involves:

= Considering the agency’s mission. What is the agency’s mission?
How well does it meet that mission? (This step may require
completing a community emergency management needs analysis,
especially if your agency does not have a well-defined mission
statement.)

= Looking at current staffing resources and areas of shortfalls
where volunteers may be able to help. What tasks are consistently
relegated to the back burner because there is never enough time or
personnel to do them? What good ideas are not being implemented
for the same reasons? What portions of the agency’s mission could
be accomplished better if more resources were available?

= Describing:

e Tasks that need to be done.
e The skills, knowledge, and abilities necessary to do the tasks.
e Additional resources (e.g., equipment, office space) needed.

Job Aid 3.1 includes a checklist of Basic Criteria for Developing a
Volunteer Job. Use this checklist as a guide to determining whether
functions or positions could be filled by volunteers.

When designing jobs for volunteers, keep in mind that the jobs should
reflect not only the needs of your agency but of volunteers as well.
Volunteers’ needs include the desire to contribute and make a difference,
social needs to interact with other people, an interest in (and the ability to
perform) the job itself, and desire to learning new skills. Consider how
marketable the potential job is to volunteers. Making the hours flexible
and including resume-building opportunities are two ways to make a job
more attractive to potential volunteers.
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Step 1: Needs Analysis (Continued)

A well-defined job description is also a valuable tool for the Volunteer
Program Director. A good job description is:

= The first step in the recruitment process. Identifying and defining
needs helps to target volunteers to fill those needs.

=  Atool for marketing the agency’s need to potential volunteers.

= A focal point for interviewing, screening, and selection.

=  The basis for performance evaluation.

When planning for volunteer involvement, don’t forget to identify and
address concerns that paid staff may have about working with volunteers.
Involve them in the development of the volunteer program through such
tasks as:

= Writing volunteer program policy and job descriptions.

= Volunteer training.

Involving paid staff gives them a stake in making the volunteer program
succeed.
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Job Aid 3.1: Basic Criteria for Developing a Volunteer Job*

[] Isthe work to be done meaningful? Is it useful and significant to the agency?

[l

Can the need for the job be explained to a potential volunteer?
[] Can the work be done by volunteers? Can it be reasonably split into tasks that can be

done on a part-time basis? Are the skills needed likely to be available from volunteers, or
can volunteers be easily trained in that area?

[] Isit cost-effective to have the job done by volunteers? Will you spend more time, energy,
and money to recruit, orient, and train volunteers than you would if you hired new staff? Is
volunteer involvement to be on a long-term or short-term basis?

[] Isasupport framework in place for a volunteer program? Do you have:

= A volunteer manager?
= A volunteer policy?
= |nsurance covering volunteers?

[ ] Are paid staff willing to work with volunteers? Do they understand their roles in relation to
volunteers?

[ ] Can you identify volunteers with skills to do the job?

[] Will volunteers want to do this job? Is it rewarding and interesting, or have you simply tried
to get rid of work that no one would really want to do, paid or unpaid?

[] Do you know what you will do with the volunteers when you have them? To whom will
they report? Do you have adequate space for them to work in?

[] Isthe agency committed to the involvement of volunteers—or is someone just looking for a
quick fix?

*Adapted from 101 Ideas for Volunteer Programs, Steve McCurley and Sue Vineyard, 1986.
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Activity: Volunteers and the Emergency Management Cycle

g Activity

This activity will provide an opportunity for you to think about the roles
that volunteers could play in each of the four phases of the emergency
management cycle. Complete the matrix below. One example in each
phase has been suggested to get you started.

EM Phase Potential Volunteer Roles
Preparedness Organize local disaster preparedness drills.
Response Answer emergency helplines.
Recovery Assist disaster victims with filling out insurance forms and/or registering

for State or Federal aid.

Mitigation Develop materials to educate the public to potential mitigation methods
or present mitigation suggestions—protective actions such as
anchoring water heaters and shelves to a community that is at risk from
an earthquake.
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Step 2: Writing Volunteer Job Descriptions

When you have completed your needs analysis, your next task is to
develop a job description for each position that you have identified.
Because a job description may be used as a legal document, it should be
as complete as possible—and you should have it reviewed by legal
counsel before you begin recruiting volunteers for the position.

When developing a job description, think about:

= The purpose of the job. How will the position help your agency
achieve its mission?

= The job responsibilities. What primary tasks will you expect the
volunteer to do? What occasional tasks will you expect?

= Job qualifications. What knowledge, skills, and abilities (KSAs) are
required for the job? Should the volunteer have attained a certain
education level to be successful?

= To whom the volunteer will report. Will he or she report directly to
you? To a member of your staff? To another volunteer?

= The time commitment required for the position. How many hours
each week are required to ensure that the job responsibilities can be
accomplished within a reasonable timeframe and without undue
stress?

=  The length of the appointment. How long will the position be
required? Is the job open-ended or is it a position that is only
required during an emergency?

=  Who will provide support for the position. Will the volunteer work
independently or will he or she rely on others in the organization
(e.g., publications, outreach)?

= Development opportunities. Is formal training available or required
for the position? What are the possibilities for advancement?

Considering each of these factors will help you develop a solid job
description and make developing a recruitment strategy easier.

A sample format for a job description is shown as part of the activity on
the next page.
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g Activity

Job Title

Purpose

Responsibilities

Qualifications
Reports to

Time Commitment
Length of

Appointment

Relationships
Support Provided

Development
Opportunities

Activity: Writing a Volunteer Job Description

This activity will provide an opportunity for you to write a volunteer job
description. Select one of the volunteer roles you identified in the previous
activity. Then, fill in the sample form* below to define the job.

Describe the purpose of the job in terms of your agency’s goals or the benefits to
the community.

List 3-5 major duties.

List education, experience, knowledge, and/or skills required.

Be sure the volunteer is aware of who their boss is.

Number of hours per week required. State if flexible.

Specify if open-ended or of limited duration.

Who will the volunteer work with or receive support from?

List equipment provided, travel reimbursement, training, work space, etc.

List training, conferences, seminars, and other opportunities.

*Adapted from The American Red Cross’s Volunteer Administration Manual.

Developing and Managing Volunteers
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Step 3: Recruiting Volunteers

The critical step in getting your program started is getting the right
volunteers to fill the jobs.

Recruitment can be broad-based (general) or targeted (selective). Use a
broad-based recruitment effort when there is a need for a large number of
individuals for jobs that require commonly possessed skills—for example,
if you need many volunteers in a potential flood emergency to place
sandbags on the banks of a rapidly rising river. You can also use general
recruitment when you need a wide variety of skills. Broad-based appeals
for volunteers can be made to the general public through mass media
outlets. The President’s call for volunteers to join the Freedom Corps is a
good example of broad-based recruitment.

Use targeted recruitment when you are looking for volunteers with
specific skills to do specific jobs. In the case of targeted recruitment, an
appeal is usually made to a targeted group through specialized media,
such as association newsletters, or through personal contact. Targeted
recruitment is usually more effective than general recruitment. A good
example of targeted recruitment is medical research facilities who recruit
volunteers who have specific health conditions for drug-trials.

Determining whether recruitment should be broad-based, targeted, or a
combination of both will help you develop a recruitment strategy.

Developing a Recruitment Strateqy

The next task in recruitment is to investigate the marketplace of potential
volunteers and develop a recruitment strategy. Some ways to develop a
recruitment strategy include:

= Developing a message based on what you know about the volunteers
you are trying to reach.

= Developing ways to reach those volunteers. Some possibilities
include:

e Networking with businesses and community groups.

e Identifying organizations that have an impact on your agency, or,
conversely, groups that your agency impacts. Determining who
has what you need will enhance your recruitment efforts.

e Analyzing what is being done by other agencies to recruit
effectively and identifying ways to make your agency more
attractive to volunteers.

Finally, write a recruitment plan that specifies the targeted group, the
message, and the medium, and start recruiting.
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Activity: Developing a Recruitment Strategy

g Activity

In the space below, jot down some ideas of groups that you might
network with and places to recruit.

Source Potential Roles
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Activity: Developing a Recruitment Strategy (Continued)

Some potential sources for volunteers are shown below. The roles that
these volunteers could fill are very broad.

Source

= High schools

= Colleges and Universities
= Alumni associations

=  Businesses

®=  Churches

= Civic groups

= Professional organizations
= Service clubs

=  Fraternal clubs

=  Social service agencies

= Trade associations

= AARP (or other senior citizen groups)
= YMCA and YWCA

= Community or neighborhood groups
= Parent-Teacher Associations

®= Tenant councils

® Toastmasters

= Volunteer centers

Spend time thinking about the types of volunteers you need and how
those volunteers may be reached. Spending time up front can save both
time and money later.
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Activity: Developing a Recruitment Strategy (Continued)

Finally, select one or more media that are likely to reach the volunteers
you want. When selecting media:

=  Be sure to match the media outlets to the probable demographics of
your targeted group. For example, while some senior citizens may
listen to heavy-metal radio stations, most probably don't. It would be
more effective to recruit senior citizens via newspapers or senior
citizens groups.

=  Select the media types that are within your budget. Television time is
more expensive than radio time, and both are more expensive than
newspaper space. If other factors are equal, why pay more?

Careful selection of the media you intend to use can enhance your
opportunities for reaching the audience you want.

For more information about selecting media, refer to the Effective
Communication self-instruction course (IS 242), which is available at
www.fema.gov/emi.
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Step 3: Recruiting Volunteers (Continued)

Developing a Recruitment Message

After you have determined who and where to recruit, the next task is to
write a message that will reach your potential volunteers, keeping in mind
what needs of volunteers you are appealing to. Also keep in mind what
medium you are writing for, as the medium will affect how you write the
message (e.g., the length, whether you need to include a visual element,
etc.).

Regardless of the medium selected, the message should include these
elements:

= An opening that will catch the audience’s attention.
= A statement of the need: What is the problem?
= A statement of the solution: How volunteers can meet the need.

= A statement to address the listener’s question as to whether he or
she can potentially do this job.

=  What's in it for the volunteer?

= A contact point to get involved.
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Step 3: Recruiting Volunteers (Continued)

Read the following recruitment message, and think about whether it
would be effective based on the criteria listed above. Also, think about
what needs of volunteers it might be appealing to.

You may never work harder, get dirtier, or get paid less, but this
could be the best job you never got paid to do.

Every year, fires, floods, tornadoes, and other natural disasters randomly
strike thousands of families, sometimes near your home. Lives are
changed forever. Families lose homes—and worse.

We can’t change history. But, with your help, we can make it a little
easier for disaster victims to get from today to tomorrow.

It's not a job for everybody. It takes commitment. It takes training. But, if
you're in good health and you're willing to help, you can become part of
the cadre of trained Red Cross volunteers who are swiftly mobilized when
disasters strike near home.

You can be part of the community. You can meet other people who care.
You can be ready when disasters strike. To find out how, call your local
Red Cross office.*

Notice that the above message contains an attention-grabbing opening
(“...the best job you never got paid to do.”). It defines the need (disaster
response). It specifies the solution (Red Cross volunteers). It holds out
the possibility that the listener can do the job (“If you're in good health
and you're willing to help...”) In addressing benefits to the audience, it
appeals to potential volunteers’ need to make a difference (“...with your
help, we can make it a little easier...”) and social need for affiliation (“You
can be part of the community. You can meet other people who care.”)
Finally, it specifies a contact (“your local Red Cross office”).

In the two activities that follow, you will develop a recruitment plan, then
write your own recruitment message.

*From The American Red Cross’s pamphlet, “Be a Red Cross Disaster Volunteer.”
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Activity: Developing a Recruitment Plan

iy o
This activity will provide an opportunity for you to develop a recruitment
plan. Using the same volunteer job, write a recruitment plan in the space
provided below. Element prompts are included to guide you.

Volunteer Position [Assume use of job description from previous activity]

Targeted Audience

Medium
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Activity: Writing a Recruitment Message

iy o
This activity will provide an opportunity for you to write a recruitment
message. Use the volunteer job description you wrote in the previous
activity and write a recruitment message in the space below. Prompts for
the necessary elements are included to guide you.

“Catchy” Opening

Need

Solution

Address listener’s
guestion about
his/her ability to do
the job

Benefits

Contact Point
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Step 4: Placing Volunteers

Placing volunteer applicants into the appropriate job involves two
processes:

Screening

Interviewing

Screening

All volunteers should receive some level of screening to ensure that they
are a good enough fit for the job to warrant an interview. The intensity of
the screening is determined by the amount of risk associated with the
position for which the volunteer is applying. Job risk factors include:

Amount of time the volunteer will spend unsupervised.

Work with vulnerable populations (e.g., children, the elderly, people
with disabilities).

Requirement to handle funds.
Requirement to operate a vehicle.

Level of physical risk to the volunteer.

High-risk jobs involving working with vulnerable populations or handling
money generally require a criminal background check as part of the
screening process.

Common screening tools include:

The application. The application is the initial screening tool because
it asks for information about the volunteer’s background that can be
used to determine whether the applicant has the necessary
experience and/or skills to be matched to the available job. The
application also provides basic information and should include a
consent form, both of which are necessary for more intensive
screening. The consent form should ask the applicant to:

o Verify that the information provided is accurate.

e Waive the right to confidentiality for screening-related purposes.

e Consent to the types of screenings to be conducted (e.qg.,
reference check, criminal records check, etc.).

Job Aid 3.2 on page 3.22 presents a sample application.
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Step 4: Placing Volunteers (Continued)

= Areference check. Although reference checks should never be the
main screening tool, they can be very useful. Questions to ask
references include:

e How long and in what capacity have you known the applicant?

e How would you describe the applicant?

e How does the applicant relate to [coworkers, youth, people in
authority]?

e How does the applicant manage stress and/or conflict?

e Is there anything else you would like to tell me about the
applicant?

e If you had the opportunity to work with the applicant again, would
you?

It is important to attempt to speak directly to the reference contact.
Assure him or her that the applicant has signed a release for this
information.

= Professional license, criminal background and child abuse
clearance checks. These types of checks are frequently mandated
by Federal, State, or local laws. However, even if not required,
conducting these checks is prudent, especially for high-risk positions.
Be sure to verify that motor vehicle and professional licenses are
current and valid in the jurisdiction in which the services are to be
rendered. For positions involving work with youth, obtain a child
abuse clearance. For positions involving funds management, obtain
a criminal background check. Be aware, however, that these checks
have limitations. For example:

Name searches will not find aliases.

Out-of-State records may not be included.

Some departments may not be permitted to release information.
Only convictions are recorded, not charges, which may have been
dropped, regardless of guilt.

For potential volunteers who pass all screening requirements, the next
step is the interview.
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Step 4: Placing Volunteers (Continued)

Interviewing

The interview is also a screening tool—a two-way tool. Often, the
applicant is still deciding whether or not to volunteer when he or she is
interviewed. For this reason, it is important to ensure that your agency
makes a good first impression. The interview should take place as soon
as possible after the potential volunteer applies (but after initial screening
is complete) so as not to leave him or her dangling. If possible, a
satisfied volunteer should participate in the interview.

When interviewing volunteers the interviewer is marketing the
organization as well as determining whether the applicant is a good fit for
the job. The interviewer, therefore, should be equipped with some basic
tools to conduct an effective interview:

=  The potential volunteer’s application.

= A form for recording the interview. Job Aid 3.3 on page 3.23 presents
a sample form.

= Alist of open-ended questions to ask the applicant. (Possible
guestions are included on the sample interview recording form.)

= |nformation about the agency and about current volunteer
opportunities.

One good approach to conducting an interview is to compose a panel of
three informed stakeholders rather than just a single interviewer. An
opening question might be “What brings you to apply for this job:”

The goal of the interview should be to determine the applicant’s skills and
motivation for volunteering and to match the applicant with a position, if
desirable. Other goals include:

= Answering the applicant’s questions.

= |dentifying undesirable candidates. Careful attention at this point may
eliminate problems later.
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Step 4: Placing Volunteers (Continued)

It is important to be aware that there are a number of questions that

legally may not be asked during an interview. These include questions

about:

= Race, national origin, or birthplace.

= Marital status.

= Religious affiliation.

= Credit card or home ownership.

= Age, height, or weight.

=  Pregnancy or child care arrangements.

= Arrest record (but criminal background checks are permissible).

= Discharge from military service.

= Length of residency in the community.

= Health. The exception is a specific question about whether the
applicant is able to perform a specific physical task required by the

job (e.g., lift 50 Ibs.).

In general, do not ask anything that is not directly related to the ability of
the applicant to perform the specific volunteer job.

The interview should result in a recommendation for further action—either
for placement, additional screening, or rejection if it is obvious that your
agency cannot benefit from the applicant’s services, or if concerns arise
that could be detrimental to the agency.

If the applicant is rejected, do not refer him or her to another agency
without contacting that agency first.
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Name:

Address:

City: State: Zip:
Phone: (Home) (Work)

Contact in an emergency: Phone:

Job Aid 3.2: Sample Application

I. Skills and Interests

Education: Degree Institution Dates attended

License(s) held: Language(s) spoken fluently:

Hobbies, skills, and interests:

Occupation: Employer:

Address: Phone:

. Experience (paid and volunteer, beginning with the most recent):

Position Organization Dates

. Volunteering Preferences

Is there a particular type of volunteer work in which you are interested? [A checklist of
options can be included here]

Availability (days and hours):

Do you have access to a vehicle that you can use for volunteer work? Yes No

How did you hear about our agency?
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Job Aid 3.2: Sample Application (Continued)

IV. References

Give the names and contact information for three people (not relatives) who know you well
and can attest to your character.

V. Verification and Consent for Reference and Background Check
| verify that the above information is accurate to the best of my knowledge.

| give [name of agency] permission to inquire into my educational background, references,
licenses, police records, and employment and/or volunteer history. | also give permission to
the holder of any such information to release it to [name of agency].

I hold [name of agency] harmless of any liability, criminal or civil, that may arise as a result
of the release of this information about me. | also hold harmless any individual or
organization that provides information to the above-named agency. | understand that [name
of agency] will use this information only as part of its verification of my volunteer application.

Name (please print) Social Security Number
Signature Date
Witness Date
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Job Aid 3.3: Volunteer Interview Record*

Name of Volunteer

Interviewer Date

I. Review of Application Form
Il. Questions

1. Why do you want to volunteer with our agency?

2. What would you like to gain from volunteering here?

3. What have you enjoyed most about your previous work? What have you enjoyed least?

4. Would you rather work by yourself, with a partner, or with a group? Why?

5. What kind of supervision do you prefer?

6. What questions can | answer for you?

I1l. Match with Volunteer Positions

Discuss potential volunteer positions and check match of interest, qualifications, and
availability. Ask if there are any physical limitations.
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Job Aid 3.3: Volunteer Interview Record* (Continued)
To be completed after the interview:
IV. Interviewer Assessment
Appearance:
Disposition:
Interpersonal skills:
Reactions to questions:

Physical restrictions:

V. Recommended Action

Place as

____Consider/Hold in reserve for the position of

Investigate further

___ Referto

Not suitable for agency at this time
VI. Notification

Volunteer notified of agency decision by (method) on (date)

*Adapted from Volunteer Management: Mobilizing All the Resources of the Community, Steve McCurley
& Rick Lynch, 1996, p. 213.
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Activity: Developing Interview Questions

g Activity

This activity will provide an opportunity for you to develop questions to
ask of potential applicants. For the volunteer position you selected in the
previous activity, write five appropriate interview questions in the space
provided below.
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Step 5: Training Volunteers

After interviews are complete and volunteers are brought on board, the
next step in their development involves training.

There are important correlations between training and volunteer
satisfaction and effectiveness. Thus, a well-planned training program is
critical to volunteer performance and retention. Proper training can also:
= Save lives.

=  Protect property.

=  Reduce suffering.

=  Diminish vulnerability to lawsuits.

Orientation

Training the volunteers you have placed begins with orientation. There
are two levels of orientation:

= Agency orientation.
= Job-specific orientation.
Components of a successful orientation to the agency include:

= The mission of the agency and the agency'’s relationship to the
community and other community agencies.

= The agency’s values.
= Agency procedures and issues.
= The role of volunteers in the agency.

These components can be addressed through a group presentation of a
videotape and/or various speakers, including a person who holds a senior
position in your agency (for the agency’s mission), outside experts (for
special issues, such as liability), and current volunteers (for the role of
volunteers). Agency procedures can also be addressed by giving each
volunteer a policy and procedures manual.
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Step 5: Training Volunteers (Continued)

(Note: Agency policies and procedures should be discussed, even if a
policy and procedures manual is distributed. Discussion of key policies
and procedures eliminates uncertainties about what is important and why
and allows the new volunteers to ask questions or get clarification on
policies and procedures they do not understand.)

Consider making the orientation part of a fun activity, such as a potluck
dinner for new volunteers. Such an event sets a welcoming tone and
gives the new volunteers a social opportunity to meet staff and other
volunteers informally.

Job Aid 3.4 on the following page is an Orientation Checklist that you can
use in planning a volunteer orientation.
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Job Aid 3.4: Orientation Checklist
Before the volunteer(s)'s arrival:
____ Prepare paid staff.
___Assign a one-on-one mentor.
____ Set up the video presentation and/or confirm date and time with speakers.
____ Collect necessary items (handbook or manual, 1.D. tags, etc.).
On arrival:
____Welcome the volunteer(s).
____Introduce the volunteer(s) to the staff (paid and volunteer).

Review administrative details (phones, parking, restrooms, breaks and lunch, check in/out
procedures, etc.).

____ Optional: Give a tour of the facility.

Materials you should give volunteers:

_____Mission statement

_____Summary of goals and/or long-range plan
____Organizational chart

____Policies and procedures (including emergency procedures)
____Confidentiality policy

____Optional: Map of facility

What you should tell volunteer(s) about your agency:

Mission and goals The role of volunteers in the agency
Background and history The agency’s role in the community
Organizational structure How the agency relates to other community

organizations
Funding base
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Step 5: Training Volunteers (Continued)

All volunteers should also receive an orientation to the job. Orientation to
the specific job should include:

= Specific job responsibilities.
=  Who the volunteer’s immediate supervisor is and his or her
expectations in terms of schedule, reporting back, and/or record

keeping.

=  Authority and accountability (i.e., what the volunteer can and cannot
do without explicit direction).

=  Other team members’ roles.
= Resources available to do the job.

Orientation to the job is best accomplished by one-on-one mentoring. If
possible, the mentor should be an experienced volunteer.

Training
Training, unlike orientation, does more than give information. It teaches
or upgrades skills, providing the “how to” that a person needs to do his or

her job.

Like orientation, training can be general or specific. General training
includes training in skills that are needed in many positions, such as:

= Communication skills.

= Interpersonal skills.

= Team-building skills.

= Problem solving and decision making skills.

= Leadership and supervision skKills.

= Stress management.

FEMA has developed training to address many general skill areas. Many

of these courses are available in both independent study and classroom
versions. (See the end of this unit for more information.)

Page 3.30 Developing and Managing Volunteers



UNIT 3: DEVELOPING A VOLUNTEER PROGRAM

Step 5: Training Volunteers (Continued)

Job-specific training teaches the skills required for the volunteer to do his
or her job, such as severe weather spotting. Be aware that some
jurisdictions may mandate specific training requirements and refresher
training for skills, such as Cardio Pulmonary Resuscitation (CPR). (The
Red Cross is a good resource for CPR and first aid training.)

Training can and should be ongoing (i.e., refresher skills training).
Training should be worked into a long-range schedule of agency activities
and mandated for both paid and volunteer agency staff. Itis important to
keep good records of who completed what training and when. One way
to keep volunteers’ training current is to certify those who have completed
training and issue cards with expiration dates.

Developing and Managing Volunteers Page 3.31



UNIT 3: DEVELOPING A VOLUNTEER PROGRAM

Activity: Developing a Training Plan

- Activity

This activity will provide an opportunity for you to develop a training plan.
For the volunteer position you selected in the previous activity, write a
rudimentary training plan in the space provided below. Element prompts
are included to help you.

Sample Training Plan

Position:

General Training:

Timeframe for Date Completed
Course Completion

Job-Specific Training:
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Step 5: Training Volunteers (Continued)

It is a good idea to maintain a record of each course completed.
Maintaining a training record will help you to track and verify that each
volunteer has completed required training and any necessary refresher
training. A training record can also help you know when training needs to
be scheduled. Finally, in the event of a legal dispute, an up-to-date
training record will show that the volunteer has received the training
required to complete job tasks accurately and safely.

A sample training record is shown below.

Sample Training Record

Name: Position:
: Date Expiration HR
Course Title Course Code Completed Date Verification
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Step 6: Supervising and Evaluating Volunteers

The basic principles for “hiring” and training volunteers are the same as
those that apply to paid staff. The same is true of supervision.

Good supervision empowers volunteers to succeed and ensures the
completion of assigned work. A good supervisor:

= Delegates responsibilities and authority effectively.

= Establishes performance expectations.

= Acts as a coach and team builder.

= Communicates his or her ideas effectively.

= Knows how to listen, and is receptive to information from others.
= Assists staff in developing their skills.

=  Gives constructive feedback and takes corrective action, when
needed.

= Recognizes staff for their contributions.

The scope of this course does not permit a lengthy discussion of
supervision skills. However, good resources exist for those who wish to
improve their supervisory ability. (See the end of this unit for more
information.)

Recoqgnition and Volunteer Retention

Recognition is a critical component of supervision because it is one of the
keys to maintaining volunteer interest and, therefore, volunteer retention.
Think back to the common volunteer complaints listed in Unit 2 (p. 2.5).
Most of them can be avoided by good supervision, particularly
recognition. Volunteers can sometimes feel like second-class citizens
when compared to paid staff. Recognition can go a long way toward
alleviating a perceived hierarchy.

Recognition can be as informal as saying “thank you,” or as formal as a
plague presented at a banquet. Job Aid 3.5 on page 3.36 lists formal and
informal ways to recognize and motivate volunteers. Think about which
of these your agency typically does well and which it might like to try.
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Step 6: Supervising and Evaluating Volunteers (Continued)
To be effective, recognition should be:
= Sincere.
=  Ongoing.
= Inclusive of all volunteers.
= Varied (both formal and informal).
=  Continually evaluated.
=  Meaningful to the individual.
=  Supported by top management.

Job Aid 3.5 on the following page provides some examples of volunteer
recognition.
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Job Aid 3.5: Ways to Recognize and Motivate Volunteers
Informal
= Address a volunteer by name.
= Say “thank you.”
= Write a thank you note.
= Say “good job.”
= Treat a volunteer to coffee.
= Take him or her to lunch.
= Ask how work is going and stop to listen and discuss the response.
= Ask for input.
= |nclude volunteers in staff meetings.
= |nclude volunteers in an orientation video.
Formal
= Ask a volunteer to serve on an advisory board.
= Give annual recognition at an appreciation banquet.
= Hold an awards ceremony during National Volunteer Week.
= Throw a holiday party for volunteers.
= Place a photo and article in the local newspaper featuring volunteers.
= Place a “Volunteer of the Month” photo on the agency bulletin board.
= Present volunteers with plaques, certificates, pins, t-shirts, coffee mugs, etc.
= Offer advanced training.

=  Give more responsibility, such as the opportunity to train or supervise other volunteers.
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Step 6: Supervising and Evaluating Volunteers (Continued)

While recognition is important, it is only one factor in ensuring volunteer
satisfaction. Other ways to increase volunteer satisfaction include:

= Ensuring that the position and assignment is a good match for the
person’s abilities and interests.

= Making sure that volunteers have the resources they need to do their
assigned tasks.

= Allowing volunteers to see the impact of their work, whenever
possible.

= Helping to overcome logistical barriers to volunteering, such as
offering on-site child care for single parents.

= Making sure that the environment is comfortable and safe.

=  Building some fun opportunities for socializing into the volunteer
experience.

Evaluating Volunteers

Evaluative feedback can also be motivating for volunteers. Volunteers
have the right to know what is expected of them and how well they are
meeting those expectations. Positive evaluations provide the basis for
volunteer recognition, while noting areas that need improvement provides
an opportunity to adjust whatever is necessary to increase the volunteer’s
effectiveness.

There are several factors that you should consider to ensure that
evaluations run smoothly and are as successful as possible.

= Establish a nonthreatening environment early in the session, and
maintain it throughout.

= Begin with a discussion of the volunteer’s strengths, then move to
areas in which the volunteer needs improvement. Provide concrete
examples of each.

= Listen to the volunteer’s input and take it seriously.
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Step 6: Supervising and Evaluating Volunteers (Continued)

= Develop a plan for improving weaknesses jointly with the volunteer.
An improvement plan should include:

e How both parties will contribute to achieving the plan’s goals.
e How the plan’s success will be measured.
e The timeframes for additional feedback.

Evaluations can be formally scheduled performance reviews. Ofr, if this
process is seen as too threatening by the volunteer, evaluations can be
done informally by observing volunteers periodically while they work and
by sitting down occasionally to discuss how they feel they are doing.

Even if evaluations are done formally, there should be no surprises
because the volunteer should be receiving informal feedback between
performance reviews. Address problems early to avoid further difficulties
later on.

If evaluations are done informally, they should still be documented,
especially if there are problems with the volunteer’s performance.
Needless to say, all evaluations should be kept confidential.

Other guidelines for evaluations include:

= Make sure comments are fair.

=  Focus on the work, not on the individual.

= Following agency guidelines for disciplinary procedures. (Disciplinary
policy should be covered during orientation.) Corrective action may

include:

e Additional training or supervision.
e Reassignment.

e Suspension.

e Termination.

Termination should be reserved for those times when all other measures
have failed, or when there has been gross misconduct such as thetft,
abuse, or being under the influence of drugs or alcohol.

During the orientation session, volunteers should have been made aware
of grievance and appeal procedures that they can use if they have
concerns about their evaluation or their job that cannot be resolved with
their supervisor.
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Step 6: Supervising and Evaluating Volunteers (Continued)
If a volunteer resigns, conduct an exit interview to find out:
=  Why he or she is leaving.

= Suggestions for improving the position and/or volunteer experience in
your agency.
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Activity: Developing an Evaluation Instrument

g Activity

This activity will provide an opportunity for you to develop an evaluation
instrument. For the volunteer position that you selected in the previous
activity, create an evaluation form in the space provided below. Develop
both general criteria (such as punctuality) and criteria specific to the
position.

General Performance
Criteria:

Job-Specific Criteria:
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Step 7: Evaluating Volunteer Programs
Two-way feedback during the evaluation process allows you to evaluate
your volunteer program as well as your volunteers. Evaluating the
volunteer program regularly ensures that it is meeting the needs of the:
= Agency.
= Community.
= Volunteers.
Program evaluation also allows you to:
= Increase volunteer satisfaction.
= Upgrade the program to improve services.
= |mprove efficiency and reduce costs.
= |dentify problems and solutions.
= Determine what works and what does not.
Volunteer evaluation should not be the only means of program
evaluation. In addition to the volunteers themselves, other sources of
feedback include:
= Paid staff.
=  The public.

= Exercise performance.

= Lessons learned from actual events.
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Step 7: Evaluating Volunteer Programs (Continued)

Consider whose input is important to determining the program’s success,
and solicit input from those groups or individuals.

As important as who gives feedback is how the feedback is gathered.
Methods for gathering and processing feedback include:

= Staff surveys.

= |nternal reviews that compares program results with objectives.

= External reviews in which you compare and contrast your agency’s
volunteer program with other volunteer programs.

When analyzing the results of feedback, be sure to think through
alternate explanations rather than making assumptions or jumping to
conclusions about whether the results are related to the program itself or
the individual volunteers. Develop workable solutions to identified
problems and implement them promptly to keep the program on track.
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Unit Summary
This unit examined the seven steps necessary to build and maintain a
strong volunteer program that meets the needs both of your agency and
the individual volunteers:
=  Conducting a needs analysis
= Writing job descriptions
= Recruiting
= Placing
=  Training
= Supervising and evaluating
= Evaluating the program itself
The next unit will discuss coordinating with other voluntary agencies,

community-based organizations, and other groups that provide volunteer
services.

L

For More Information
= Association for Volunteer Administration (AVA)

http://www.avaintl.org

=  FEMA course on supervisory skills

www.fema.gov/emi
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Knowledge Check

Select the best response. Then turn the page to check your answers.

1.

A well written job description is created during which of the following processes?

Program Design
Placement

Training

Supervision and evaluation

aoop

When you need volunteers with specific skills to do specific jobs, which type of recruitment
should you use?

a. Broad-based
b. Targeted

Which of the following placement steps is a two-way process?

a. Screening
b. Interviewing

Which of the following training steps involves skills instruction?

a. Orientation to the agency
b. Job training

Asking a volunteer to serve on an advisory board is an example of which type of
recognition?

a. Informal
b. Formal
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Knowledge Check (Continued)
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WORKING WITH

VOLAGS,
CBOs, AND
OTHER GROUPS

Introduction

Voluntary organizations (VOLAGS), community-based organizations
(CBOs), business and industry, and other groups have a long record of
community service, both day-to-day and, especially, when an emergency
threatens or strikes a community.

In this unit, you will learn about how to coordinate with voluntary agencies
(VOLAGS), community-based organizations (CBOs), businesses, and
other groups for volunteer services. After completing this unit, you should
be able to:

= List the key responsibilities of a VOLAG/CBO Coordinator.
= Describe the role of VOAD in providing emergency assistance.

= |dentify VOLAGs, CBOs, businesses, and other groups in your area
that can provide emergency assistance.

= Develop a plan for working with VOLAGSs, CBOs, businesses, and
other groups.

The Role of the VOLAG/CBO Coordinator

Perhaps you have determined on the basis of your community and
agency needs analysis that it is impractical for your emergency
management agency to develop its own volunteer program. Or perhaps
you have more needs than your agency volunteers alone can cover. In
either case, you will need to coordinate with volunteers affiliated with
other agencies.

The role of a VOLAG/CBO Coordinator, as opposed to that of a Volunteer
Program Director, does not involve recruitment, training, and evaluation
of individual volunteers. Instead, he or she:

= Builds relationships and acts as a liaison with local community
VOLAGS, CBOs, and business and industry for the provision of
volunteer services, when necessary.
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The Role of the VOLAG/CBO Coordinator (Continued)

=  Collaborates with local community VOLAGSs, CBOs, and others to
develop and exercise a plan on how to coordinate volunteer services
in a disaster. This plan should be formalized as a
Donations/Volunteer Annex to the Emergency Operations Plan (EOP)
and should provide answers to the following questions:

e Will the community have a Volunteer Center to serve as a central
clearinghouse to match requests for volunteer services with
available volunteer resources? If so, who will staff the center? If
not, how will volunteer services be coordinated?

e Which agencies will be responsible for providing which
emergency services (e.g., food, shelter)?

e Who will be responsible for training and supervising the
volunteers?

e Who will be responsible for emergency public information? What
should the content of the message to the public be regarding
volunteering in a disaster? Which media will be used to get the
message out?

Working with VOLAGSs, CBOs, business and industry, and others to
develop a plan for addressing volunteer needs before an emergency can
help eliminate some of the problems associated with dealing with
spontaneous volunteers during an emergency and just makes good
sense.

Coordinating with the VOAD

A good place to begin connecting with community VOLAGS is with the
umbrella organization Voluntary Organizations Active in Disaster (VOAD).
The National VOAD (NVOAD) is a consortium of recognized national
voluntary organizations that play a critical role in disaster relief. Its
mission is to foster more effective service to people affected by disaster
through cooperation, coordination, communication, education, and
outreach to State VOADs. Job Aid 4.1 on page 4.5 lists the 35 member
agencies of the NVOAD.
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Coordinating with the VOAD (Continued)

VOAD member agencies have an active role in assisting emergency
management personnel in planning for volunteer involvement during
emergencies. VOAD member agencies are independent, but in planning
for and responding to emergencies, the State VOAD provides the
mechanism for collaboration and communications among the voluntary
agencies. The State VOAD is organized during the preparedness phase,
and also works through each phase of the emergency management cycle
to ensure that the citizens’ needs are met.

Working with other agencies’ volunteers, as opposed to directing your
own volunteers, requires interagency collaboration. Collaboration is the
process in which agencies work together as a team on a common
mission.

A successful collaborative relationship requires:

= A commitment to participate in shared decision making.

= Awillingness to share information, resources, and tasks.

= A professional sense of respect for individual team members.

Collaboration with other agencies and groups doesn’t just “happen.”
Collaboration can be made difficult by differences among agencies in:

=  Terminology.

= EXxperience.

=  Priorities.

= Culture.

Collaboration under these conditions requires flexibility to agree on

common terms and priorities, and the humility to learn from others’ ways
of doing things.
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Coordinating with the VOAD (Continued)

After working through common issues and agreeing to solutions, the
benefits of collaboration follow naturally. Interagency collaboration
benefits the community by strengthening the overall response to
emergencies. For example, collaboration:

= Eliminates duplication of services, resulting in a more efficient
response.

= Expands resource availability.
= Enhances problem solving through cross pollination of ideas.

In other words, collaboration results in a “win-win” for both the agencies
and the community.
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Job Aid 4.1: NVOAD National Membership

Adventist Community Services

American Baptist Men

American Radio Relay League

The American Red Cross

America’s Second Harvest

Ananda Marga Universal Relief Team
Catholic Charities USA

Christian Disaster Response

Christian Reformed World Relief Committee
Church of the Brethren General Board

Church World Service National Disaster
Response

Episcopal Relief and Development
Friends Disaster Service

Humane Society of the United States
International Aid

International Relief Friendship Foundation
Lutheran Disaster Response

Mennonite Disaster Services

National Emergency Response Teams
National Organization for Victim
Assistance

Nazarene Disaster Response
Northwest Medical Teams International
The Phoenix Society for Burn Survivors
The Points of Light Foundation
Presbyterian Church (USA)

REACT International

The Salvation Army

Society of St. Vincent de Paul

Southern Baptist Convention

United Jewish Communities

United Methodist Committee on Relief
United States Service Command
Volunteers in Technical Assistance
Volunteers of America

World Vision

For more information on National Voluntary Organizations Active in Disaster, visit the web site
www.NVOAD.org.

Developing and Managing Volunteers Page 4.5


http://www.nvoad.org/

UNIT 4: WORKING WITH VOLAGS, CBOs, AND OTHER GROUPS

0- Activity: Identifying Local VOLAGs

This activity will provide an opportunity for you to identify the voluntary
agencies in your community. A good way to start is by contacting your
State VOAD to see which VOAD members are operating in your State.
Then check your local phone book to see which have an established
presence in your community. Use the space below to make a list to begin
the process of contact and collaboration.

Agency Address Phone
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Coordinating with CBOs and Businesses

In addition to VOLAGSs, community-based organizations (CBOs) and
businesses have played a role in disaster preparedness and response.
Some, such as IBM, have already established volunteer programs.
Banks are under a Federal requirement to donate a certain number of
volunteer hours in community service, which makes them another
potential volunteer resource for emergency management. Other groups,
such as the Elks and Veterans of Foreign Wars (VFW), have a history of
donating goods and services during a disaster.

Think creatively about organizations that could help to meet your needs.
Other groups that are potential sources of volunteer services are
professionals whose skills are known to be needed in disasters. These
groups include medical professionals, such as doctors and nurses and
licensed radio operators.

Additionally, President Bush’s Freedom Corps initiative is a new potential
source of volunteers. (See the website listed under “For More
Information” at the end of this unit.)

Community Emergency Response Teams (CERTS) are potential sources
of emergency assistance.

CERTSs are neighborhood and workplace volunteers who train together to
develop emergency response skills. They apply these skills to help
others following a major disaster when professional help is not readily
available or stretched thin. CERT members work with emergency
management and become part of the emergency response capability for
the area in which they live.

Areas covered during training include self and family emergency
preparedness, emergency medical response, fire safety, light search and
rescue, team organization and disaster psychology. CERT members
practice their skills by taking part in hands-on exercises and activities.

Communities using CERT teams have important advantages in recruiting,
training, and maintaining emergency management volunteers. To learn
more about CERT volunteers and also to see examples of the other
valuable community services they provide, go to www.fema.gov/emi.cert.
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Coordinating with CBOs and Businesses (Continued)

Think creatively about how emergency needs can be met through
VOLAGS, CBOs, and business and industry. Remind the class that
virtually all of the groups are more than willing to help—if they only knew
what to do.

Other organizations, such as the Points of Light Foundation have
valuable resources for emergency managers looking to involve corporate
volunteers:

= Corporate members are companies that have employee volunteer
programs, which have been initiated or are maintained through the
help of the Points of Light Foundation.

= Corporate Volunteer Councils (CVCs) are coalitions of local
businesses and corporations that either have active employee and/or
retiree volunteer involvement programs or are interested in initiating
such programs. In different parts of the country, CVCs may also be
known as Business Volunteer Councils (BVCs), or by other names.

= The National Council on Workplace Volunteerism promotes
volunteerism in and through the business community on behalf of the
Points of Light Foundation by leading and supporting the
development and growth of employee volunteer programs and
Corporate Volunteer Councils.

The best point of contact for finding corporate volunteers is usually the
company’s public relations director.

Unlike VOLAG volunteers, corporate volunteers may not be trained in
disaster response. Therefore, coordination with these volunteers may
involve training them in advance. FEMA, the Points of Light Foundation,
and The American Red Cross offer training resources to assist in this
task.
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@ Case Study: Ice Storm

Sometimes, it may be necessary to draw on all available resources to
meet emergency needs. Review the case study below and develop some
ideas for addressing volunteer needs.

A severe ice storm has struck a large Midwestern city. Several inches of ice have formed on
tree limbs and power lines. Tree branches have fallen by the thousands, causing widespread
power outage to tens of thousands of people for several days. Power companies are doing only
minimal service to restore power to homes—no debris removal or tree trimming. Tree trimming
services are quoting waiting periods for emergency tree service of a month or more. Volunteer
chain saw teams and individuals to clear tree limb debris are desperately needed.

City and county managers have established more than 60 shelters—the largest shelter
operation in decades. The American Red Cross and The Salvation Army are overwhelmed with
the mass feeding and sheltering needs and can only support a few of the total numbers of
shelters. Staff shortages are the biggest problem. Their core volunteer staff is very well trained,
but they are rapidly becoming worn out.

In addition to mass care needs, special needs populations are seriously threatened. Nursing
homes, in-home health care patients, people with disabilities, and seniors are in distress. They
are calling 9-1-1, churches, and neighbors for help. These people are, in turn, looking to local
government for help.

The regional and national news media are carrying little or no information about the ice storm.
The local media have an intense focus on the storm, but many people are unable to view their
television as a result of power outages.

Very few people are calling to offer help. The United Way Volunteer Coordination Center has
reported only a handful of calls, probably because of the power outage in so many homes and
the resulting lack of widespread media viewing.

The city Emergency Operations Center (EOC) is activated, but so far only city government
agencies have had a consistent presence.

What can city emergency management do to address the burgeoning need for volunteer
resources in the community?
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Case Study: Ice Storm (Continued)

Answers to the Case Study

What can city emergency management do to address the burgeoning need for volunteer
resources in the community?

Some possible answers include:

Convene key voluntary and human services agencies in the EOC to begin identifying needs
and resources.

Request help from the local, State, or national VOAD to help meet the needs.

Use the local Volunteer Center to recruit local volunteers from CBOs and corporate
volunteer programs.

Use the media, especially print media and radio, to publicize the need for volunteers.

Note: The city should not organize volunteers to remove debris unless it has its own volunteer
program and can assume the legal liability for such work. (Legal issues are covered in Unit 5.)
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Activity: Identifying Local CBOs and Businesses

/ Activity

This activity will provide an opportunity for you to identify the CBOs and
businesses in your community that have provided or could provide
volunteer services in an emergency. Begin with the Points of Light
Foundation’s corporate members (a list is available on their Web site),
then check your local phone book to see which of these companies have
offices in your community. Continue by checking with local community
organizations (such as the Elks or Veterans of Foreign Wars) and
professional associations for established volunteer programs, or a history
or interest in providing volunteer services in a disaster. Then use the
space below to make a list of those organizations that may be resources
in a time of disaster and identify the services they may be able to provide.

Organization Point of Contact Phone
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g Aoy | Activity: Developing a Strategy for Working with VOLAGs, CBOs,
; Businesses, and Other Groups

This activity will provide an opportunity for you to develop a strategy to
collaborate with community organizations for volunteer services. Contact
the VOLAGs on the list you developed in a previous activity and invite
representatives to a meeting to develop (or update) the
Donations/Volunteer Annex to your EOP. Use the space below to guide
the discussion at the meeting. Be sure to address the topics listed on
page 4.1 (e.g., emergency public information), as well as how to
coordinate with potentially untrained CBO and corporate volunteers.
(Note: Spontaneous volunteers, covered in the next unit, should also be
addressed.)

Primary Agency:

Support Agencies:

Page 4.12 Developing and Managing Volunteers



UNIT 4: WORKING WITH VOLAGS, CBOs, AND OTHER GROUPS

Activity: Developing a Strategy for Working with VOLAGs, CBOs,
Businesses, and Other Groups (Continued)

Introduction:

Purpose:

Scope:

Policies:

Situation and Assumptions:
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Activity: Developing a Strategy for Working with VOLAGs, CBOs,
Businesses, and Other Groups (Continued)

Concept of Operations:

Roles and Responsibilities:
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Activity: Developing a Strategy for Working with VOLAGs, CBOs,
Businesses, and Other Groups (Continued)

Resource Requirements:

Essential Emergency Information:
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Activity: Developing a Strategy for Working with VOLAGs, CBOs,
Businesses, and Other Groups (Continued)

References:

Terms and Definitions:
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Summary
This unit examined how to identify and collaborate with local voluntary
agencies, community-based organizations, businesses, and other groups

to obtain volunteer services in a disaster. The next unit will discuss
special issues involved in working with volunteers.

e

f .
For More Information

= Community Emergency Response Team

www.fema.gov/emi.cert

= Points of Light Foundation

www.pointsoflight.org

Offers a complete list of Volunteer Centers and State Offices of
Volunteerism.

= Volunteerism in the United States

http://usinfo.state.gov/usa/volunteer/

This government-sponsored web site gives information on President
Bush’s new USA Freedom Corps.

= Your local Volunteer Center

1-800-VOLUNTEER
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Knowledge Check

Select or provide the best answer. Turn the page to check your answers against the solutions.

1.

A VOLAG/CBO Coordinator recruits, trains, and supervises VOLAG volunteers.

a. True
b. False

VOAD members include both VOLAGs and CBOs.

a. True
b. False

Collaboration involves sharing information and resources.

a. True
b. False

Corporate volunteers usually have been trained in disaster response.

a. True
b. False

The best point of contact for corporate volunteers is the company’s vice president.

a. True
b. False
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Knowledge Check (Continued)
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SPECIAL ISSUES

Introduction

In this unit, you will learn about special issues involved in running
volunteer programs. After completing this unit, you should be able to:

= Develop a plan for dealing with spontaneous volunteers.

= |dentify special issues involved with managing volunteers and local
points of contact for advice in each area.

= Develop a plan for managing and reducing volunteer stress.

Note: It is not possible to identify all of the special issues that may arise
in managing volunteers. This unit will point to only the issues that
communities have identified as posing the greatest challenges. While the
unit will suggest solutions, they will necessarily be generic, because
specific solutions must take into account State and local laws,
ordinances, and policies.

Dealing with Spontaneous Volunteers

People who call to volunteer or just show up after a disaster are called
spontaneous (or emergent) volunteers.

Let’s begin examining this issue with three scenarios that illustrate the
potential benefits and challenges of spontaneous volunteers.

Scenario 1

A boat carrying 50 passengers and crew on a large lake in the Midwest is
caught in a heavy storm and capsizes. Approximately a dozen nearby
boaters rush to the overturned vessel. Some dive repeatedly under the
boat and help locate and free many people who are trapped underneath.
Others pull people from the water and bring them to shore. All of the
victims are rescued before professional first responders even reach the
site.
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Dealing with Spontaneous Volunteers (Continued)

Scenario 2

In response to a flash flood disaster, volunteers are sent out to conduct a
needs assessment in the community. Two of the volunteers meet a
family that apparently needs food, clothing, and other essentials.
Touched by the family’s plight, the workers “adopt” the family for the
afternoon. The volunteers take the family to a local shopping center
where they pay for food and clothing out of their own pockets. As it
turned out, the family had no damages from the flood but was typical of
hundreds of families from this economically depressed area of the State.

Scenario 3

A plane hits a tall building filled with office workers. People are escaping
the burning building into the streets. A chiropractor’s assistant is walking
down the street and sees the people running toward him. He hurries
toward those in need and helps a woman who had fallen. He continues
to help people flee until they are out of danger. The he joins a
construction crew that pulled debris from the street so the emergency
vehicles could get through. For the next few days, he does not go to his
paid job, but continues to work tirelessly at various volunteer jobs to help
the victims of this disaster. This man goes on to become a paid staff
member for a voluntary agency.

As illustrated by the first scenario, spontaneous volunteers present
potential benefits:

=  They supply extra (or immediate) assistance that may be needed in
an emergency. For example, sometimes lots of people are needed
for unskilled work, such as sandbagging rising streams. Thus they
can fill in when the response is shorthanded.

=  They represent a willing workforce, some of whom may go on to
become trained, affiliated volunteers who can be counted on in future
disasters.

Unaffiliated volunteers have not been screened (i.e., had background
checks). Thus, some “volunteers” may have motives other than helping.
They may be potential terrorists, or at least “rip-off artists.” Sometimes
these “volunteers” show up repeatedly following successive disasters.
Those volunteers who are honest (and it's not always easy to tell the
difference until it is too late) may need close supervision because of their
lack of training—which was the challenge illustrated by the second
scenario.
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Dealing with Spontaneous Volunteers (Continued)

However, spontaneous volunteers also present significant challenges.
Spontaneous volunteers usually are not associated with or trained by a
voluntary agency. (Volunteers who are registered with a voluntary
agency are instructed not to self-deploy.) Thus, these volunteers are also
called unaffiliated volunteers. Unaffiliated spontaneous volunteers pose
potentially serious issues for the response, which has become especially
clear since September 11, when thousands showed up to “help” in a very
dangerous situation.

The issue of spontaneous volunteers rose to a new level of importance
after the terrorist attacks of September 11. People—professional and
unskilled, from in-State, out-of-State, and even Canada—showed up in
unprecedented numbers. Although these people were well intentioned,
their numbers created a logistical nightmare for professional emergency
responders and volunteer coordinators. Not only were there not enough
jobs for all of the untrained volunteers, but they:

= Created a physical logjam that interfered with the response.

=  Were not cognizant of acting carefully so as to preserve evidence at
the crime scene.

= Created extra work for some responders who had to deal with
directing (or rescuing) volunteers instead of being able to focus on
their primary job of incident response.

= Had the potential for creating additional danger and casualties—to
themselves and others—because of their lack of training (e.g., in
search and rescue).

Even though spontaneous volunteers can potentially create problems if
they “just show up,” it is best to have a plan for how to deal with them—
because they will show up. Any major disaster will bring out spontaneous
volunteers who are unaffiliated. And in all fairness, they can be valuable
assets if you have a system for using them.

In one documented case in Florida, the community used unaffiliated
spontaneous volunteers for cleanup after a tornado. Osceola County
completed its cleanup 35 days sooner and $6.6 million less than initial
estimates because of volunteer help. As a bonus, by keeping records of
volunteer hours for categories of work, the county could apply volunteer
work as the major portion of its matching share requirement for FEMA
disaster assistance.
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Dealing with Spontaneous Volunteers (Continued)

Some good ideas are available in the pamphlet, Unaffiliated Volunteers in
Response and Recovery by the Florida Commission on Community
Service. Key among these is to appoint a volunteer coordinator to be
included in the predisaster planning process and to designate a location
that can serve as a volunteer reception center. Steps in Unit 3 for dealing
with individual volunteers are generally useful for spontaneous volunteers
after a disaster, but in a compressed timeframe.

The plan for dealing with spontaneous volunteers should be included as
part of the Donations/Volunteer Annex to the EOP. It should be a
cooperative effort among all of the VOLAGs and emergency
management/response agencies in your community and should include
the following elements:

= The role of emergency public information cannot be overemphasized
in dealing with spontaneous volunteers. The media can and should
be used in an emergency to discourage spontaneous volunteers from
simply showing up at the disaster site or the Emergency Operations
Center (EOC). The media can publish or broadcast a number for
potential volunteers to call to offer their services. A 2-1-1 phone
system, such as was used for the 2002 Olympics, could be set up for
potential volunteers to access volunteer organization information and
referral lines. Or, if your community has a Volunteer Center, it could
serve as a central clearinghouse for matching volunteer offers and
requests. (If your community does not have a Volunteer Center, the
United Way can fill this function.) The important point is to remove
the burden of volunteer coordination from emergency managers and
responders in a crisis when they have urgent, critical tasks to perform
to save lives.

=  For those spontaneous volunteers who don'’t get the public message,
an on-site volunteer check-in area, overseen by a Volunteer
Coordinator (who should have ID and/or clothing that identifies him or
her as such). A volunteer check-in area can be an effective way to
channel volunteers. The volunteer check-in area (identified by a
large sign) should be supplied with a user-friendly skills survey for
volunteers to fill out when they check in. Job Aid 5.1 on page 5.6
presents a sample skills survey. Depending on the volunteer’s skills
and the need, spontaneous volunteers can then be screened by the
Volunteer Coordinator and given color-coded passes depending on
whether they are:

e Assigned a skilled task.
e Given instructions and assigned a low-skill task.
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Dealing with Spontaneous Volunteers (Continued)

Note: Color-coding (or formatting) can also be used for granting access
to specific areas. Be sure to work out questions about passes before an
emergency occurs to eliminate confusion and wasted time during the
response.

Volunteers who are not needed should be tactfully sent home to avoid
their potential interference with the response effort. However, if possible,
their information (i.e., name, address, and phone number) should be
saved and entered into a database. Someone can then follow up after
the emergency to recruit these individuals to become affiliated and
trained volunteers.

Another option in dealing with spontaneous volunteers is to declare a
moratorium on them. Before taking this option, those involved in
coordinating and assigning volunteers should weigh the pros and cons
carefully (e.g., improved security vs. the loss of perhaps badly needed
supplementary help). People who call in can be encouraged to give cash
to a recognized VOLAG instead of their time.

Sometimes groups of people will volunteer (e.g., church groups or
professional clubs). The procedures for handling individual volunteers
should also apply to groups.
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Job Aid 5.1: Skills Survey

Name Address

Please indicate the areas that apply to you and return this survey to the Volunteer Coordinator.

PLEASE CHECK ANY OF THE FOLLOWING IN WHICH YOU HAVE EXPERTISE & TRAINING.
CIRCLE YES OR NO WHERE APPROPRIATE.

____ FirstAid (currentcardyes/no) _ CPR (current ______Triage _____ Firefighting
yes/no)

_______ Construction (electrical, plumbing, carpentry, etc.) _____Running/Jogging

______Emergency Planning ____Emergency Management _ Search & Rescue

_____ Law Enforcement Bi/Multi-lingual (what language(s))

______Mechanical Ability ____ Structural Engineering ____ Bus/Truck Driver

(Commercial Driver’s License)

Shelter Management Survival Training & Food Preparation
Techniques

Ham Radio Operator CB Radio Journalism

Camping Waste Disposal Recreational Leader

DO YOU HAVE EQUIPMENT OR ACCESS TO EQUIPMENT OR MATERIALS THAT COULD BE USED
AN IN EMERGENCY? YES NO
PLEASE LIST EQUIPMENT AND MATERIALS.

COMMENTS
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Addressing Legal Issues

Note: Information provided in this section is not intended to replace legal
advice from counsel. It is meant to help you become aware of and
understand how the law might affect volunteers in emergency
management. Proper management practices can help you to minimize
legal problems. You should consult your community’s legal advisor
whenever you have questions.

Safety, Risk Management, and Liability

The law generally requires that you act with the level of care that a
reasonable person would exercise to prevent harm to:

=  The people you are trying to help.
= Your staff—both volunteer and paid.

Volunteers for government agencies may be subject to the Federal tort
claims act. A tortis an act that harms another person, whether
intentional (e.g., assault) or unintentional (e.g., negligence). Most
lawsuits are based on injuries resulting from negligence. Negligence is
defined as not acting with the care that a reasonable person would have
used.

If a volunteer assisting in the disaster response accidentally harms a
person or their property, the law generally recognizes that the employer is
responsible for the actions and inactions of his or her employee. The
term “employee” covers both paid and unpaid staff. Thus, losses that
result from employee actions are the responsibility of the employer.

The Volunteer Protection Act of 1997 provides legal immunity for
volunteers working in disaster-related functions who are working within
the scope of their assigned responsibilities, are acting in good faith, and
are not guilty of gross negligence. (See the For More Information section
at the end of this unit for a web address that provides information on the
Volunteer Protection Act.)
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Addressing Legal Issues (Continued)

Despite the Volunteers Protection Act, agencies and/or communities can
be liable for volunteer actions if the agency or community has not taken
steps to minimize its risk. The keys to involving volunteers successfully
and minimizing susceptibility to lawsuits involve:

= Place.

o First, screen all volunteers and register them as disaster service
workers to cover them under Workers Compensation and protect
them from liability under the relevant provisions of the Volunteer
Protection Act.

e Follow legislation that mandates the amount of training that must
be given to perform certain tasks (e.g., CPR or fork-lift operation)
and the frequency with which refresher training must be given.

e Match volunteers to tasks according to their skills and interests.

= Supervising.

o Every volunteer should have a designated supervisor.

e Volunteers should know the limits of their authority (i.e., what they
can and cannot do without specific authorization). These limits
should be written in the job description and stated clearly on-site.

e Volunteers should know the locally applicable standards of
performance that they must follow.

e Supervisors should ensure that volunteers have the proper
equipment and resources to do their jobs.

= Documenting. Establish volunteer records, including:

e Training received, including number of hours, results of tests, and
refresher course dates.

o Exercise participation.

e Evidence of any necessary certification.

o Duties and times when the volunteer was officially working.

Records should be maintained and updated regularly.
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Addressing Legal Issues (Continued)

Insurance and Workers Compensation

Despite legal protection from liability, in certain circumstances, insurance
is still needed. There are different types and levels of liability insurance:

= |nsurance for nonprofit organizations includes:

General liability.
Automobile.
Directors/officers.
Personal injury.

= |nsurance for individuals includes:

e Personal automobile.
e Malpractice policies.
e Personal injury.

In addition, some States provide Worker's Compensation coverage to
registered disaster services workers, placing them under the umbrella of
protection from on-the-job injury that employees enjoy. To be protected,
all volunteers must be signed up with an established agency. Again,
check your State’s laws.
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Activity: Consulting With Legal Counsel

g Activity

Note: This activity should be completed by Volunteer Program
Directors only.

Identify and meet with a local point of contact to get advice on how to
handle legal issues related to volunteer issues. A place to start in
researching State laws may be with your State office of volunteerism (if
your State has one). Be sure to ask about:

= Documenting hiring, training, evaluation, and termination procedures.
= Liability.
= |nsurance and Workers Compensation.
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Managing Volunteer Stress

During the course of performing their assigned duties, some volunteers
may witness scenes that can cause extreme stress reactions, including:

=  Death and injury.
=  Property devastation.
=  Extreme emotional reactions of victims.

In addition, disaster response work often takes place under less than
ideal working conditions. Long hours and skipped meals can contribute
to volunteer stress.

However, there are steps you can take before, during, and after a
emergency to manage stress:

= Before: Ask seasoned emergency responders to talk about how
they have dealt with stress during volunteer orientation and/or in
special stress management training seminars.

= During: Supervisors should ensure that volunteers are appropriately
matched to their job assignments, get regular meals and breaks, and
are rotated out at the end of a reasonable-length shift.

= After: Invite a mental health professional to hold a Critical Incident
Stress Debriefing. Critical Incident Stress Debriefings (CISDs)
involve gathering together people who were involved in a crisis to
discuss their reactions with their peers. Critical Incident Stress
Management (CISM) is designed specifically for emergency response
workers to:

o Mitigate the impact of a critical incident on personnel.
e Accelerate recovery in people who are experiencing normal
reactions to abnormal events.

All of these types of activities comprise what is called Critical Incident
Stress Management (CISM). (See the For More Information section of
this unit for web addresses to help you understand CISM and CISD
better.)

Remember that stress is already a part of everyone'’s life but is usually
compounded in a disaster situation. Give your volunteers the resources
they need to handle it.
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Summary

This unit examined special issues in volunteer management including
spontaneous volunteers, legal issues, and stress management.

The next unit will summarize the key points from the course.

e

f .
For More Information
Your State office of volunteerism and/or legal counsel.
= |nternational Critical Incident Stress Foundation, Inc.

http://www.icisf.org/

= The Volunteer Protection Act

http://www.ansi.org/public/news/1998jan/vpa_9.html

= Understanding the Volunteer Protection Act and a summary of State
volunteer protection laws

http://www.nonprofitrisk.org
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UNIT5: SPECIAL ISSUES
Knowledge Check

Select or provide the best answer. Turn the page to check your answers.
1. The best way to deal with spontaneous volunteers is:

a. Before a disaster happens.
b. At the disaster site.

2. Spontaneous volunteers are also sometimes called volunteers.

3. The law holds employers responsible for their employees’ (including volunteers) actions.

a. True
b. False

4. The “Good Samaritan” law that limits volunteers’ liability is a Federal law.

a. True
b. False

5. Stress is a normal reaction in a disaster situation.

a. True
b. False
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a
Emergent
a
b
a
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COURSE
SUMMARY

Introduction
This unit will review the course content. After completing this unit, you
should be able to summarize the key points of this course.
Volunteers and Emergency Management

A volunteer is an individual who, beyond the confines of paid employment

and normal responsibilities, contributes time and service to assist in the

accomplishment of a mission.

There are four classifications of volunteers:

= Professional

= Unskilled

= Spontaneous

= Affiliated with a voluntary agency

A voluntary agency (or VOLAG) is an established organization whose

mission is to provide services to the community through the use of trained

volunteers.

There are benefits to involving volunteers. Volunteers can:

=  Provide services more cost effectively.

= Provide access to a broader range of expertise and experience.

= |ncrease paid staff members’ effectiveness by enabling them to focus
their efforts where they are most needed or by providing additional
services.

= Provide resources for accomplishing maintenance tasks or upgrading
that would otherwise be put on the back burner while immediate

needs demand attention.

= Enable the agency to launch programs in areas in which paid staff
lack expertise.
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Volunteers and Emergency Management (Continued)
= Act as liaisons with the community to gain support for programs.
= Provide a direct line to private resources in the community.
= Facilitate networking.
= |ncrease public awareness and program visibility.
Challenges to working with volunteers often involve misperceptions or
factors such as tension between volunteers and paid staff, that can be
alleviated with good planning and management. There are, however, real
obstacles to involving volunteers, such as a sparse population in rural
areas.

Developing a Volunteer Program
Developing or maintaining an agency volunteer program requires
someone to act as Volunteer Program Director. Developing a solid
volunteer program involves seven steps:
1. Agency and Program Needs Analysis
2. Writing Volunteer Job Descriptions
3. Recruiting Volunteers
4. Placing Volunteers
5. Training Volunteers
6. Supervising and Evaluating Volunteers

7. Program Evaluation

Step 1: Agency and Program Needs Analysis

Before deciding to develop your own agency volunteer program, consider
the needs of:

= Potential volunteers. Volunteer needs include the desire to make a
difference, work with other people, and learn new skills.

= Your agency.
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Developing a Volunteer Program (Continued)

Analyzing agency needs involves:
= Considering the agency’s mission.

= Looking at current staffing resources and areas of shortfall where
volunteers could help.

= Describing the jobs that volunteers could do, and the abilities and
resources needed to do those jobs.

Writing a well-defined job description is an important step because a
good job description is:

=  The first step in the recruitment process.

= Atool for marketing the agency’s need to potential volunteers.

=  Afocal point for the interview and screening process.

= The basis for performance evaluation.

Remember to involve paid staff when planning for volunteer involvement.
Soliciting their input on volunteer job descriptions will help alleviate

tensions between paid and unpaid staff later on.

Step 2: Writing Volunteer Job Descriptions

Once you have completed your agency needs analysis, the next step is to
write volunteer job descriptions.

When developing a job description, think about:
=  The purpose of the job.

=  The job responsibilities.

= Job qualifications.

=  To whom the volunteer will report.

=  Time commitment required for the job.

=  The length of the appointment.

=  Who will provide support for the position.

=  Development opportunities.
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Developing a Volunteer Program (Continued)

Step 3: Recruitment

Recruitment can be broad-based (general) or targeted (selective). Use
broad-based recruitment when there is a need for a large number of
individuals for jobs that require commonly possessed skills. Use targeted
recruitment when you are looking for volunteers with specific skills to do
specific jobs.

Investigate the marketplace of potential volunteers in your community.
Then:

= Design a message based on what you know about the volunteers you
are trying to reach.

= Choose a medium (e.g., radio, television, Internet, direct mail) that
will reach your targeted audience.

=  Determine where and when to deliver your message.

An effective recruitment message contains the following elements:

= Aninteresting opening.

= A statement of the need or problem.

= A statement of how this job can meet the need or solve the problem.

= A statement to address the listener’s question as to whether he or
she can potentially do this job.

= How doing this job will benefit the volunteer.

= A contact point for more information.
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Developing a Volunteer Program (Continued)

Step 4: Placement

Placing volunteers includes:

= Screening.

= |nterviewing.

All volunteers should be screened. Those jobs which involve a higher
risk, such as working with money or children require more intense
screening.

Common screening tools include the:

= Application.

= Reference check.

= Professional license, criminal background, and child abuse clearance
checks.

In addition, the interview is also a screening tool. If possible, the
interviewer should be a volunteer, and the following tools should be used
when conducting an interview:

= The potential volunteer’s application

= A form for recording the interview

= Alist of open-ended questions

= |nformation about current volunteer opportunities

The goals of the interview should be to:

=  Determine the applicant’s skills and motivation for volunteering.

=  Match the applicant with a position.

=  Answer the applicant’s questions.

= |dentify undesirable candidates.
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Developing a Volunteer Program (Continued)

Do not ask personal questions during an interview. Legally, you may not
ask anything that is not directly related to the ability of the applicant to
perform the specific volunteer job.

The interview should result in a recommendation for further action—either
for placement, further screening, or rejection.

Step 5: Training Volunteers

Good training is critical because it can save lives and protect your agency
from lawsuits.

There are two levels of training:

= To the agency

= To the specific job

Orientation to the agency should cover:
= The agency’s mission.

= The agency’s values.

= Agency procedures and issues.

= The role of volunteers in the agency.

These components can be addressed through a group presentation of a
videotape and/or by various speakers.

Training for the specific job should cover:
= Specific job responsibilities.
=  Who the immediate supervisor is and his or her expectations.

=  Authority and accountability (i.e., what the volunteer can and cannot
do without explicit direction).

= QOther team members’ roles.

= Resources available to do the job.
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Developing a Volunteer Program (Continued)
Training for the job is best accomplished by one-on-one mentoring.

Unlike orientation, which is information-based, training is skills-based.
Like orientation, training can be general or specific. General training
includes training in such skills as communication, team building, problem
solving and decision making, leadership and supervision, and stress
management. Specific training teaches job-specific skills, such as CPR.

Training can and should be ongoing (e.g., refresher skills training). One
way to keep volunteers’ training current is to certify those who have
completed training and issue cards with expiration dates.

Step 6: Supervision and Evaluation

Good supervision is essential to volunteer success. A good supervisor:
= Delegates effectively.

= Establishes performance expectations.

= Acts as a coach and team builder.

= Communicates effectively.

= Knows how to listen, and is receptive to information from others.

=  Assists staff in developing their skills.

=  Gives constructive feedback and takes corrective action, when
needed.

= Recognizes staff for their contributions.

Recognition is a critical component of supervision because it is one of the
keys to maintaining volunteer interest and, therefore, volunteer retention.
Recognition can be formal or informal.

Guidelines for evaluations include:

= Keeping evaluations confidential.

= Making sure comments are fair.

=  Focusing on the work, not on the individual.
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Developing a Volunteer Program (Continued)

= Following agency guidelines for disciplinary procedures. (Disciplinary
policy should be covered during orientation.) Corrective action may

include:

e Additional training or supervision.
e Reassignment.

e Suspension.

e Termination.

Termination should be reserved for instances when other measures have
failed or when there has been gross ethical misconduct. Volunteers
should be made aware of grievance procedures to address complaints
that cannot be resolved with their supervisors.

Step 7: Evaluating Volunteer Programs

Two-way feedback during the evaluation process allows you to evaluate
your volunteer program as well as your volunteers. Evaluating the
volunteer program regularly ensures that it is meeting the needs of the:

=  Agency.
= Community.

= Volunteer.

Working with VOLAGSs, CBOs, and Other Groups

Some agencies may choose to use the volunteer services of local
VOLAGs and CBOs instead of, or in addition to, maintaining their own
volunteer program. The role of a VOLAG/CBO Coordinator (as opposed
to a Volunteer Program Director) involves:

= Building relationships and acting as a liaison with local community
VOLAGs and CBOs.

= Collaborating with local community VOLAGs and CBOs to develop
and exercise a plan for coordinating volunteer services in an
emergency.

The National Voluntary Organizations Active in Disaster (NVOAD) is a
consortium of recognized national voluntary organizations whose mission
is to foster more effective service to people affected by disaster. VOAD
member agencies are coordinated by the State VOAD.
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Working with VOLAGSs, CBOs, and Other Groups (Continued)

Working with other agencies requires collaboration, on a range of issues,
including:

=  Shared decision making.
=  Sharing information, resources, and tasks.

= Flexibility in dealing with differences among agencies’ terminology,
experience, priorities, and culture.

= Respect and humility to learn from others’ ways of doing things.
Interagency collaboration benefits the community by:

= Eliminating duplication of services.

= Expanding resource availability.

= Enhancing problem solving.

In addition to VOLAGS, other sources of volunteers include:

=  Community-based organizations (CBOSs), such as the Elks and
Veterans of Foreign Wars.

=  Businesses—especially those with corporate volunteer programs.
= Associations of professionals, such as doctors and nurses.
=  The new Freedom Corps.

Keep in mind that volunteers not associated with VOLAGs may need
training in disaster response.

Special Issues

Some of the special issues involved in working with volunteers include:
=  Spontaneous volunteers.
= Safety, risk management, and liability.

= |nsurance and workers compensation.

Developing and Managing Volunteers Page 6.9



UNIT 6: COURSE SUMMARY

Special Issues (Continued)

Spontaneous Volunteers

People who show up unannounced to volunteer after a disaster present
both potential benefits, such as supplementary assistance, and
challenges, such as their lack of screening and training.

The preferred way to deal with spontaneous volunteers is according to a
plan developed before a disaster occurs. Such a plan should address the
important role that emergency public information should play in
discouraging and/or channeling spontaneous volunteers. The media can
be enlisted to publicize a phone number that those wishing to volunteer
could call for instructions.

Channeling spontaneous volunteers on site can be done by a Volunteer
Coordinator with the use of a skills survey.

Safety, Risk Management, and Liability

The law generally requires that a person act with the care that a
reasonable person would exercise to prevent harm. Volunteers for
government agencies may be subject to the Federal tort claims act.
If a volunteer assisting in the disaster response accidentally harms a
person or their property, the law generally recognizes that the employer is
responsible for the actions and inactions of his or her employee—
including volunteers.

Most of the laws limiting the liability of volunteers are State laws.
There are three keys to minimizing susceptibility to lawsuits:

= Train volunteers well

= Supervise volunteers

=  Document their training and actions

Insurance and Workers Compensation

Liability insurance is available to both organizations and individuals. In
addition, some States provide Worker's Compensation coverage to
volunteers registered with an established agency.
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Managing Volunteer Stress

Witnessing death, injury, and devastation can cause extreme stress
reactions in some volunteers. In addition, working long hours and
skipping meals can also contribute to volunteer workers’ stress.

Take these steps before, during, and after a disaster to manage stress:

= Before: Address stress during volunteer orientation and/or in stress
management training seminars.

= During: Volunteers should be appropriately matched to their job
assignments, get regular meals and breaks, and rotate out at the end
of a reasonable-length shift.

= After: Invite a trained mental health professional to hold a critical
incident stress debriefing.

The Final Step

You have now completed IS 244 and should be ready to take the final
exam.

Complete the final exam in the back of the book by marking the correct
responses.

To submit the final exam online, log onto
http://www.fema.gov/emi/ishome.htm and click on the courses link. Click
on the title for this course, and scroll down the course description page to
locate the final exam link. After you have selected the final exam link and
the online answer sheet is open, transfer your answers, and complete the
personal identification data requested.
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JOB AIDS

Job Aid 2.1: Checklist for Determining Volunteer-Staff Climate

Instructions: Review each of the statements listed below and mark those that you think
accurately reflect the climate in your organization. When you finish, review the list. If only a few
boxes are checked, you have some work to do to develop a healthy volunteer program.

[] My agency is stable, healthy, and free of conflict and survival tension.

[ ] Top management has issued a clear, specific, forceful policy statement, assigning high
priority to involving volunteers in the agency.

[] Roles of staff and volunteers are clearly defined and distinguished, both generally and in
terms of specific tasks.

[ ] Most volunteer job descriptions are based on staff work assistance needs; information
about these needs is provided by staff members themselves.

[] We have a wide variety of volunteer jobs and roles from which staff may select those they
are most comfortable with.

[ ] Our goals for increased participation of volunteers are realistic.

[ ] A significant, well planned part of volunteer training emphasizes sensitivity and sympathy
to staff problems.

[] Volunteers are rewarded and recognized only in conjunction with their staff supervisor.

[] Staff receptivity to volunteers is carefully diagnosed; volunteers work primarily with
receptive staff.

[] We have a system of concrete, specific rewards for staff and volunteers who work
productively with one another.

[] Receptivity to and experience with volunteers are two of the criteria actively used in
recruiting and selecting new staff.

[ ] We have a well planned program for orienting and training staff to work with volunteers.

This checklist is adapted from the Volunteer Staff Relations Diagnosis form in Winning with Staff: A New Look at
Staff Support for Volunteers by Ivan Scheier, 1978.
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[l

Job Aid 3.1: Basic Criteria for Developing a Volunteer Job*
Is the work to be done meaningful? Is it useful and significant to the agency?
Can the need for the job be explained to a potential volunteer?
Can the work be done by volunteers? Can it be reasonably split into tasks that can be

done on a part-time basis? Are the skills needed likely to be available from volunteers, or
can volunteers be easily trained in that area?

Is it cost-effective to have the job done by volunteers? Will you spend more time, energy,
and money to recruit, orient, and train volunteers than you would if you hired new staff? Is
volunteer involvement to be on a long-term or short-term basis?

Is a support framework in place for a volunteer program? Do you have:
= A volunteer manager?
= A volunteer policy?

= |nsurance covering volunteers?

Are paid staff willing to work with volunteers? Do they understand their roles in relation to
volunteers?

Can you identify volunteers with skills to do the job?

Will volunteers want to do this job? Is it rewarding and interesting, or have you simply tried
to get rid of work that no one would really want to do, paid or unpaid?

Do you know what you will do with the volunteers when you have them? Who will they
report to? Do you have adequate space for them to work in?

Is the agency committed to the involvement of volunteers—or is someone just looking for a
quick fix?

*Adapted from 101 Ideas for Volunteer Programs, Steve McCurley and Sue Vineyard, 1986.
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Job Aid 3.2: Sample Application

Name:

Address:

City: State: Zip:
Phone: (Home) (Work)

Contact in an emergency: Phone:

I. Skills and Interests

Education: Degree Institution Dates attended

License(s) held: Language(s) spoken fluently:

Hobbies, skills, and interests:

Occupation: Employer:

Address: Phone:

Il. Experience (paid and volunteer, beginning with the most recent):

Position Organization Dates

lll. Volunteering Preferences

Is there a particular type of volunteer work in which you are interested? [A checklist of
options can be included here]

Availability (days and hours):

Do you have access to a vehicle that you can use for volunteer work? Yes No

How did you hear about our agency?
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Job Aid 3.2: Sample Application (Continued)

IV. References

Give the names and contact information for three people (not relatives) who know you well
and can attest to your character.

V. Verification and Consent for Reference and Background Check
| verify that the above information is accurate to the best of my knowledge.

| give [name of agency] permission to inquire into my educational background, references,
licenses, police records, and employment and/or volunteer history. | also give permission to
the holder of any such information to release it to [name of agency].

I hold [name of agency] harmless of any liability, criminal or civil, that may arise as a result
of the release of this information about me. | also hold harmless any individual or
organization that provides information to the above-named agency. | understand that [name
of agency] will use this information only as part of its verification of my volunteer application.

Name (please print) Social Security Number
Signature Date
Witness Date
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Job Aid 3.3: Volunteer Interview Record*

Name of Volunteer

Interviewer Date

I. Review of Application Form
Il. Questions

1. Why do you want to volunteer with our agency?

2. What would you like to gain from volunteering here?

3. What have you enjoyed most about your previous work? What have you enjoyed least?

4. Would you rather work by yourself, with a partner, or with a group? Why?

5. What kind of supervision do you prefer?

6. What questions can | answer for you?

I1l. Match with Volunteer Positions

Discuss potential volunteer positions and check match of interest, qualifications, and
availability. Ask if there are any physical limitations.
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Job Aid 3.3: Volunteer Interview Record* (Continued)
To be completed after the interview:
IV. Interviewer Assessment
Appearance:
Disposition:
Interpersonal skills:
Reactions to questions:

Physical restrictions:

V. Recommended Action

Place as

____Consider/Hold in reserve for the position of

Investigate further

____Referto

Not suitable for agency at this time
VI. Notification

Volunteer notified of agency decision by (method) on (date)

*Adapted from Volunteer Management: Mobilizing All the Resources of the Community, Steve McCurley
& Rick Lynch, 1996, p. 213.
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Job Aid 3.4: Orientation Checklist
Before the volunteer(s)'s arrival:
____Prepare paid staff.
__Assign a one-on-one mentor.
____ Set up the video presentation and/or confirm date and time with speakers.
____ Collect necessary items (handbook or manual, 1.D. tags, etc.).
On arrival:
____Welcome the volunteer(s).
____Introduce the volunteer(s) to the staff (paid and volunteer).

Review administrative details (phones, parking, restrooms, breaks and lunch, check in/out
procedures, etc.)

____ Optional: Give a tour of the facility.

Materials you should give volunteers:

_____Mission statement

____Summary of goals and/or long-range plan
____Organizational chart

____Policies and procedures (including emergency procedures)
____ Confidentiality policy

____Optional: Map of facility

What you should tell volunteer(s) about your agency:

Mission and goals The role of volunteers in the agency
Background and history The agency’s role in the community
Organizational structure How the agency relates to other community

organizations
Funding base
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Job Aid 3.5: Sample Training Record

Name: Position:
. Date Expiration HR
Course Title Course Code Completed Date Verification
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Job Aid 3.6: Ways to Recognize and Motivate Volunteers
Informal
= Address a volunteer by name.
= Say “thank you.”
= Write a thank you note.
= Say “good job.”
= Treat a volunteer to coffee.
= Take him or her to lunch.
= Ask how work is going and stop to listen and discuss the response.
= Ask for input.
= |nclude volunteers in staff meetings.
= Ask a volunteer to serve on an advisory board.
= Include volunteers in an orientation video.
Formal
= Give annual recognition at an appreciation banquet.
= Hold an awards ceremony during National Volunteer Week.
= Throw a holiday party for volunteers.
= Place a photo and article in the local newspaper featuring volunteers.
= Place a “Volunteer of the Month” photo on the agency bulletin board.
= Present volunteers with plaques, certificates, pins, t-shirts, coffee mugs, etc.
= Offer advanced training.

= Give more responsibility, such as the opportunity to train or supervise other volunteers.
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Job Aid 4.1: NVOAD National Membership

Adventist Community Services

American Baptist Men

American Radio Relay League

The American Red Cross

America’s Second Harvest

Ananda Marga Universal Relief Team
Catholic Charities USA

Christian Disaster Response

Christian Reformed World Relief Committee
Church of the Brethren General Board

Church World Service National Disaster
Response

Episcopal Relief and Development
Friends Disaster Service

Humane Society of the United States
International Aid

International Relief Friendship Foundation
Lutheran Disaster Response

Mennonite Disaster Services

National Emergency Response Teams
National Organization for Victim
Assistance

Nazarene Disaster Response
Northwest Medical Teams International
The Phoenix Society for Burn Survivors
The Points of Light Foundation
Presbyterian Church (USA)

REACT International

The Salvation Army

Society of St. Vincent de Paul

Southern Baptist Convention

United Jewish Communities

United Methodist Committee on Relief
United States Service Command
Volunteers in Technical Assistance
Volunteers of America

World Vision

For more information on National Voluntary Organizations Active in Disaster, visit the web site
www.NVOAD.org.
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Job Aid 5.1: Skills Survey

Name Address

Please indicate the areas that apply to you and return this survey to the Volunteer Coordinator.

PLEASE CHECK ANY OF THE FOLLOWING IN WHICH YOU HAVE EXPERTISE & TRAINING.
CIRCLE YES OR NO WHERE APPROPRIATE.

__ First Aid (currentcardyes/no) __ CPR (currentyes/no) __ Triage _____ Firefighting
__ Construction (electrical, plumbing, carpentry, etc.) __ Running/Jogging

Emergency Planning __ Emergency Management __ Search & Rescue

Law Enforcement Bi/Multi-lingual (what language (s))

Mechanical Ability __ Structural Engineering ____ Bus/Truck Driver

(Commercial Driver's License)

Shelter Management __ Survival Training & Techniques __ Food Preparation
______Ham Radio Operator _______CBRadio ____Journalism

Camping ___ Waste Disposal ___ Recreational Leader

DO YOU HAVE EQUIPMENT OR ACCESS TO EQUIPMENT OR MATERIALS THAT COULD BE USED AN IN
EMERGENCY? YES NO
PLEASE LIST EQUIPMENT AND MATERIALS.

COMMENTS
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ACRONYM LIST

AARP American Assaociation of Retired Persons
BVCs Business Volunteer Councils

CBOs Community-Based Organizations

CISM Critical Incident Stress Management

CPR Cardio Pulminary Resuscitation

CVCs Corporate Volunteer Councils

EMI Emergency Management Institute

EOCC Emergency Operations Center

EOP Emergency Operations Plan

FEMA Federal Emergency Management Agency
NVOAD National Volunteer Organizations Active in Disaster
VFW Veterans of Foreign Wars

VOAD Volunteer Organizations Active in Disaster

VOLAGs Voluntary Agencies
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FINAL EXAM

1. Those who volunteer in the immediate aftermath of a disaster are called

volunteers.
a. Professional
b. Unskilled
c. Spontaneous
d. Affiliated
2. Which of the following is a real challenge to creating a volunteer program (as opposed to a
misperception)?
a. Volunteers and paid staff do not get along together.
b. Volunteers do not stay, so the time spent training them is wasted.
c. Coordinating a volunteer program in a sparsely populated rural area.
d. Technically competent people are not available during regular business hours.
3. Which of the following is a true benefit of involving volunteers?
a. Volunteers eventually gain the skills required to replace paid staff.
b. Volunteers provide an additional resource to accomplish tasks that otherwise would
languish on the back burner.
c. Volunteers apply pressure to make paid staff work harder.
d. Volunteers are a free source of labor to do the “grunt” work.
4. You are the Volunteer Coordinator for your agency. Over the past several weeks, you have

noticed tension between the volunteers and paid staff. Which strategy would you select to
resolve the tension?

a.

b.
c.
d

Hold a volunteer recognition day.

Convene a staff meeting and direct the staff to treat the volunteers better.
Conduct a team-building session for staff and volunteers.

Remind the volunteers that they work for the paid staff.

5. Which of the following is a voluntary agency and member of VOAD?

cooo

The Elks

Meals on Wheels
Veterans of Foreign Wars
The Salvation Army
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6. Which of the following is critical to consider when designing a volunteer program?

7.

8.

coow

The needs of your paid staff.

How to identify volunteers with the needed skills.
Getting enough volunteers to fill all needed positions.
How volunteers can contribute most to your agency.

Your community has a large percentage of retirees whom you think could offer valuable
services as volunteers. Of the options listed below, select the one that is most likely to take
advantage of senior citizens’ abilities.

apow

Allowing them a flexible work schedule to mentor staff
Assigning them to answer hotline questions.

Assigning them to work the most critical jobs.

Assigning them to jobs with very tight timeframes for completion.

Targeted recruitment involves:

coop

Directing recruitment efforts at specific groups of people.
Developing a broad-based recruitment strategy.
Developing detailed training for new volunteers.

More effort than return.

Volunteers who handle agency funds should submit to a criminal background check.

a.
b.

True
False

10. Which of the following questions can be asked legally during an interview?

coop

“Are you married?”

“Do you own your home?”

“Do you have any experience doing this type of work?”
“What are your child care plans?”

11. As a minimum, a volunteer’s training record should include:

12.

apow

Skills that he/she would need to become a supervisor.
Course title and date completed.

Certification requirements.

Liabilities addressed.

You are developing a job description for a volunteer job that requires working under extreme
conditions. In developing a job description, which of the following is most critical to include?

apow

The name and title of the person to whom the volunteer reports.
The number of hours required each week.

Growth opportunities, such as training, promotion, conferences.
An accurate statement of the actual job conditions.
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13. Which of the following is a formal means of recognition?

coop

Sending a handwritten thank-you note.

Taking a volunteer out for coffee or lunch.
Presenting a volunteer with a plague at a banquet.
Including volunteers in staff meetings.

14. Agencies should perform a volunteer program evaluation to:

a.

b
C.
d

Justify an increased budget for next year.
Confirm that the current program is adequate.
Figure out what works and what is ineffective.
Determine which volunteer job can be eliminated.

15. A VOLAG/CBO Coordinator does not:

a.
b.
C.

d.

Recruit, train, and supervise individual volunteers.

Build relationships with local community VOLAGs and CBOs.

Collaborate with local community VOLAGs and CBOs to develop and exercise a plan on
how to coordinate volunteer services in a disaster.

Act as a liaison between the Emergency Management Agency and local VOLAGs and
CBOs.

16. Shared decision making is an example of:

a.

b.
C.
d

Poor management.

Sharing accountability with paid staff.

Shifting responsibilities for program outcomes.
Collaboration.

17. Which of the following is a community-based organization (CBO)?

oo

The Freedom Corps

The local bank

The Elks

A Points of Light sponsored volunteer center

18. Which of the following is a professional group?

apow

IBM

The American Medical Association
Veterans of Foreign Wars

The Citizen Corps
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19. Which of the following organizations acts as a clearinghouse for corporate volunteers?

20.

21.

22.

23.

24,

25.

coop

The Points of Light Foundation
The National VOAD

The American Red Cross

The Salvation Army

Spontaneous volunteers:

apow

Are mostly from out-of-State.

Usually call before showing up.

Are affiliated with a voluntary agency.

Can present a potential danger to themselves and others if not handled properly.

After a catastrophic event, what is a potential problem that must be handled carefully?
Ensuring that:

apow

Staff at the disaster site have the skills to get the job done.

Restaurants and hotels donate enough food and lodging to accommodate all staff.
Volunteers assist with recording vital information on victims.

More volunteers show up than can be used effectively.

A good way to prevent lawsuits is to:

coow

Explain to potential litigants that volunteers are covered by the Good Samaritan law.
Train your volunteers well.

Restrict volunteer activities to the mundane.

Explain to volunteers that Federal law protects them regardless of State law.

In some States, Workers Compensation:

apow

Covers only volunteers registered with a voluntary agency.
Is available to all volunteers.

Does not cover volunteers.

Covers only spontaneous volunteers.

Critical Incident Stress Debriefings:

coow

Must be led by a trained mental health professional.
Prevents stress in volunteer disaster workers.
Should be held before an incident occurs.

Has been shown to be ineffective in reducing stress.

A poor way to handle spontaneous volunteers is to:

apow

Use emergency public information to send a consistent message to potential volunteers.
Create a special phone number for volunteers to call.

Set up a central volunteer check-in area for screening.

Put them straight to work.
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